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A vast amount of research exists on organizational development and leadership theory
targeted for organizations with a paid workforce as well as literature that discusses
volunteer motivation and management. However, existing literature fails to address
leadership theory, practices in organizational development, and performance
improvement for a volunteer-led workforce, one in which both volunteer and paid staff
compose the workforce. A bridge of the gap in literature is needed to help inform training
and development practices of the American Red Cross and other non-governmental
organizations. In addition, high volunteer turnover and low satisfaction has a costly
impact on organizations critical mission delivery, due to decreased productivity.
Therefore, the following research question is explored: What characteristics are most
effective motivating a volunteer workforce? Grounded in constructivism and using
qualitative research methods, this question is addressed through interviews with
American Red Cross volunteers located throughout the United States. The study provides
practical recommendations for nonprofit administrators and Red Cross leaders for
managing, leading, and motivating a volunteer workforce. Implications for further
research is provided on the leadership of a volunteer workforce and the design of
leadership development programs.
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Chapter 1
Introduction
According to the Corporation for National and Community Service, more than 63
million Americans gave 8 billion hours of volunteer time in 2016, totaling an enormous
$193 billion in value in the United States (Corporation for National and Community
Service [CNCS], 2016). That number is larger than the annual revenue of J.P. Morgan
Chase, Well Fargo, and Microsoft, yet the plethora of publications addressing leadership
characteristics and motivators for the for-profit audience largely overshadow the scant
research on leading a volunteer workforce (Riholtz, 2017). How can nonprofit leaders
tap into this powerful and economically rich asset base as well as create educational
leadership and organization development programs that nurture the variables that lead to
a motivated volunteer workforce?
Background of the Study
A vast amount of research exists on organizational development and leadership
theory targeted for organizations with a paid workforce as well as literature that discusses
volunteer motivation and management. The array of literature ranges from the way that
leadership should function, organizations design, training and development programs, to
tools available to manage individual worker performance. However, existing literature
and research do not address leadership theory, practices in organizational development,
and performance improvement for a volunteer-led workforce, one in which both
volunteer and paid staff compose the workforce. Dwyer, Bono, Snyder, Nov, and Berson
(2014) reiterate the lack of systematic examination of leadership in voluntary
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organizations and emphasize that “it is surprising that little research has focused on the
influence of leadership on volunteer outcomes" (p. 182). Practical tools and evidencebased research are needed for today’s nonprofit leaders that are specific to leading a
volunteer workforce, tools that are tailored for the differentiated motivators of a volunteer
versus paid workforce. Such tools will allow adult education and leadership development
in nonprofits to grow their future leaders.
Volunteerism is one of the seven fundamental principles that guide the Red Cross
network globally. In America alone, more than 300,000 volunteers account for more than
90% of the workforce. From the collection and distribution of 40% of the nation’s blood
supply, responding to more than 60,000 disasters in the United States and abroad, and
other key services, volunteers are instrumental in carrying out the humanitarian mission
of the Red Cross (American Red Cross, n.d.). In 2016 alone, the American Red Cross
volunteer network accounted for than more than $36 million of volunteer labor on its
financial tax return (American Red Cross, n.d.). Workforces that rely on the generosity
of volunteer time and talent need organizational structure, management, and leadership
attributes that are efficacious to both a paid and volunteer workforce to retain and
motivate them.
To bridge the gap in literature as well as create a body of evidence that nonprofit
leaders with a largely volunteer workforce can use, the researcher pursued the research
question “What characteristics are most effective motivating a volunteer workforce?”
Using a qualitative research method and a constructivist approach, American Red Cross
volunteers were part of an instrumental single-case study (in-depth analysis of a bounded

3
system). Sixteen interviews and two focus groups were conducted with volunteers
located throughout the Red Cross in the United States and represent each of the five areas
of specialization within the American Red Cross: BioMedical Services, Service to Armed
Forces, Training Services (formerly known as Public Health and Safety Services),
Domestic Disaster Cycle Services and International Services (three interviewees from
each area). Nonprobabilistic selection was deployed using two-tier purposeful sampling,
selecting volunteers that provided a high Net Promoter Score (NPS) as measured from
the volunteer database the Red Cross maintains (About Net Promoter, 2017). According
to Merriam and Tisdell (2016), this approach to sampling seems best suited to “discover,
understand, and gain insight . . . for which the most can be learned” (p. 96). Results of
the research will include a review of existing Red Cross volunteer and staff engagement
survey results from 2018 as well as leadership development materials used within the
organization to contrast with the researcher’s findings.
An additional review of the literature on supervisory and leadership theory took
place, drawing from the vast volumes of both leadership and supervisory theory. The
literature review contained a conceptual overview of the vast literature on volunteer
management and motivational theory, with a specific critique addressing why this body
of literature should not be conflated with principles of good leadership. The conceptual
review of literature was consistent with the best practices outlined for writing integrative
literature reviews (Torraco, 2016).
After findings were analyzed and summarized, practical recommendations for
nonprofit administrators in leading and motivating a volunteer workforce are provided.
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Additionally, this problem of practice will benefit leaders within the Red Cross and
provide insight into leadership considerations for organizations and leaders supervising a
largely volunteer workforce, to include the development and design of leadership
development programs.
Problem Statement
With thousands of publications on the topic of leadership, there are ample
theoretical and practical materials that can guide leaders in honing their leadership skills.
Predominantly, however, this material is aimed at a paid workforce. In addition to the
volumes of literature on leadership characteristics written for a paid workforce, the vast
amount of literature on volunteer management is tactical in nature and more specific on
“management” of volunteers versus leadership of volunteers. Christauskas, Petrauskiene,
and Marcinkeviciute (2013) provide insight into volunteer motives and find there is still a
significant lack of research into the field of understanding volunteer versus paid staff
motives. The authors call for an interdisciplinary approach from schools of sociology,
psychology, and management to best understand such motives. Research from Bidee,
Vantilborgh, Pepermans, Huybrechts, Willems, Jegers, and Hofmans (2013) also
reiterates the gap in literature through the use of a self-determination theoretical (SDT)
framework.
In the United States alone, with more than 62.6 million volunteers that account for
7.8 billion volunteer hours last year alone, little is published on the unique characteristics
necessary to lead a volunteer workforce (Corporation for National and Community
Service [CNCS], n.d).
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Consider the more than 20 million Americans out of the 62.6 million that reported
volunteering in the past year, however did not continue volunteering after their first
volunteer experience (Corporation for National and Community Service, 2018). Such
high turnover rates lead to unpredictable service delivery for NGOs, additional stress and
burnout of paid staff, as well as general inefficiencies (Armstrong, Bluitt-Fisher, LopezNewman & Paul, 2009) With volunteer turnover increasing and job satisfaction
continuing to decline over the past five years in the US, it is essential that the variables
most important for motivating volunteers be better understood (Joslyn, 2016).
Freeman (1997) identified compelling evidence demonstrating that volunteering is
a substantial input into the American economy accounting for up to 7% of national
income. This purely economic estimate emphasizes the need to understand what
characteristics are most effective in motiving a volunteer workforce, given that a
motivated workforce is more likely to yield high productivity and greater output
(Freeman, 1997).
Organizations like the American Red Cross with a volunteer-led workforce are
indicative of where the application of existing literature on the motivation of the
workforce falls short. To bridge this gap and help inform the training and development
practices of NGOs across the globe, formative research should take place examining what
factors are most effective motivating a volunteer workforce.
Purpose of the Study
This study examines the characteristics that motivate volunteers when
volunteering their time for an organization as well as provide a better understanding of
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the key motivators of a volunteer workforce, using the American Red Cross as an
instrumental case study. The study uses a qualitative methods instrumental case study
approach to both address gaps in literature on the subject and contributes new knowledge
to address a problem of practice within the non-governmental organization space. The
intended outcome may lead to valuable insight into key issues of motivation that lead to
greater volunteer retention, lower turnover, higher job satisfaction, and thus higher
productivity.
Research Question(s)
The primary research question addressed in this study was: what characteristics
are most effective motivating a volunteer workforce? Three research sub-questions were
also examined:
1. How does motivating the volunteer workforce differ from motivating the
traditional, non-volunteer workforce?
2. How does leadership motivate the volunteer workforce?
3. What non-leadership factors are most effective for motivating a volunteer
workforce?
Important in the research study was calling out of attributes of leading and motivating a
volunteer workforce, while also allowing findings to emerge that may be indicative of
non-leadership variables that motivate volunteers.
Theoretical Framework
The studies and theories on leadership and motivation are quite mature both in the
exclusive contexts of a fully paid workforce as well when examining the volunteer
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motivations of non-governmental organizations (NGO). There is, however, a lack of
research and exploration of conceptual frameworks that address a volunteer-led
workforce. This study was informed by both seminal works on the topics of leadership
and motivation as well as by the emerging trends and categories from the study through a
constructivist framework. It is also important to note that while this study is not based on
a grounded theory approach, the researcher’s ontological beliefs align with the beliefs
rooted in grounded theory.
The work of Güntert, Oostlander, and Wehner’s (2014) on self-determination
theory serves as a theoretical anchor for this research. Güntert et al.’s research is based on
Deci and Ryan’s (1985) theory of self-determination which focused on a traditional paid
workforce with no application to a volunteer workforce. Deci and Ryan’s research
identified autonomy-supportive leadership as an antecedent to work satisfaction. Güntert,
Oostlander, and Wehner’s model addressed earlier models of self-determination theory
and identifies the relationship among general need satisfaction, autonomous motivation,
autonomy-supportive leadership, and volunteer satisfaction. Specifically, the need for
autonomy is based on a desire to feel a sense of psychological freedom and choice in a
volunteer’s work activities. Volunteers desire the opportunity to have a say in their work
as well as to be able to voice their opinions. They also have a need for belonging by
developing meaningful relationships with others and want to feel needed as a part of a
group. Lastly, volunteers have a need for competence with a desire to be able to take on
challenging tasks through which their efforts yield optimal outcomes. This illustrates
how Deci and Ryan’s theoretical concepts, when applied to volunteers through the lens of
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Güntert, Oostlander, and Wehner’s (2014) self-determination theory, explain the
motivation of volunteers based on intrinsic and extrinsic factors. Its explanatory power
and relevance to volunteers make self-determination theory an appropriate theoretical
foundation for this research study. A summary of the relationships among the research
questions, the interview questions, and the theoretical foundation can be found in
Appendix E.
Lambert’s (2002) pioneering work provides insights into this conceptual
framework and approach, in which it is assumed that individuals “construct meaning
based upon their previous knowledge, beliefs, and experiences” (p. 1). Yin (2018) also
asserts that knowledge and variations of reality are constructed through the views of
individuals, not created. The researcher explored the research questions through the lived
experiences of volunteers. Güntert et al.’s (2014) theoretical framework was used to
provide valuable insight into the subject of volunteer motivation, drawing upon much of
the seminal work that is published on motivational theory. The researcher used the
framework of self-determination theory (SDT) adopted by Güntert et al. (2014) to better
understand volunteer satisfaction, which has implications for better understanding of
volunteer motivation. Valuable insight into the value of autonomy-supportive leadership
can be gained from the study, confirming that such a leadership style is an important
variable in increasing both volunteer’s motivation and job satisfaction.
Definitions
Listed below are key terms that are used throughout this research:
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Effectively motivate: Condition in which volunteer Net Promoter Score (NPS) is rated a
nine or ten.
Leadership: "Leadership is the process of interactive influence that occurs when, in a
given context, some people accept someone as their leader to achieve common goals"
(Silva, 2016, p. 3).
Motivation: Both intrinsic and extrinsic factors that provide job satisfaction. This may
include, what Herzberg, Mausner, and Snyderman (1993) refer to as hygiene factors or
motivator factors. Motivators include the work itself, recognition, achievement,
responsibility, and advancement while hygiene includes factors such as supervisor,
working conditions, and organizational policies (Herzberg et al., 1993).
Net Promoter Score (NPS): A system used by many for-profit organizations and
introduced into the Red Cross in 2015 that measures “how well an organization treats the
people whose lives it affects – how well it generates relationships worthy of loyalty.” In
the American Red Cross context, the system is used to measure volunteer satisfaction and
overall loyalty in promoting the American Red Cross as a place to volunteer (About Net
Promoter, 2017).
Staff - Staff refers to as both paid and volunteer positions, unless otherwise noted.
Voluntary Agency, Charitable Organization, or Non-Government Organization (NGO):
An organization that is structured as a non-profit via US tax code (typically as a 501(c)3).
The “organization must be organized and operated exclusively for exempt purposes and
none of its earnings may inure to any private shareholder or individual. In addition, it
may not be an action organization, i.e., it may not attempt to influence legislation as a
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substantial part of its activities and it may not participate in any campaign activity for or
against political candidates.” (Internal Revenue Service, n.d., para. 1).
Volunteer workforce: A workforce in which volunteers far outnumber paid staff, as in the
case of American Red Cross where there are more than 300,000 volunteers relative to a
paid workforce of 18,000.
Volunteering: This term refers to “any activity in which time is given freely to benefit
another person, group or cause” (Wilson, 2000, p. 215).
Assumptions
It is assumed, based on the design of this study as a qualitative instrumental case
study utilizing interviews, that volunteers are aware of the work-related factors that
intrinsically motivate them and that, consequently, they will be open and truthful in their
responses to interview questions. It is also assumed that the data extracted from
Volunteer Connection for use in this study are accurate.
Delimitations
The following delimitations are the factors that limit the relevance of this study to
other volunteer populations or settings. A single, bounded case, the American Red Cross,
is used for this study. The delimitations of this study are that the findings may apply only
to (a) the Red Cross case (b) during the period of the study. Although the findings of the
study are expected to identify factors that motivate a volunteer workforce, a delimitation
of the study is that it does not apply to volunteers’ job performance, longevity,
productivity, and other factors that, although important attributes of volunteer workers
are not the focus of the study.
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Limitations
One of the limitations of qualitative research and this study is that finding are not
generalizable to other research populations and settings. While the study used a nonprobabilistic random sampling method, results are not statistically significant.
Additionally, interviews and focus groups with volunteers relied on the interviewees’
responses to questions which may present bias since interviewees may respond in ways
that conform to social expectations, that are self-serving or are otherwise invalid. While
both new and tenured volunteers were interviewed, the study does not examine the
longitudinal effects of the leadership characteristics that motivate volunteers.
Lastly, the researcher has been a volunteer with the American Red Cross since
1994 and confirmation bias, the tendency to search for or interpret data and information
in a way that confirms the researcher’s preconceptions, may lead to errors (Sandelowski,
1986). The researcher’s perceptions, assumptions, relationships, and experiences may
affect his ability to objectively examine the data. As discussed in the methodology
section, additional efforts were made to reduce bias.
Significance of the Study
Closely related to the purpose of this study is its significance. Using the largest
volunteer-led organization in the country as an instrumental case, the purpose of the
study is to enhance understanding of the leadership characteristics and non-leaderships
factors that most effectively motivate a volunteer workforce. This is significant because
both the American Red Cross and the nonprofit sector at large may benefit from key
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findings, as well as possibly illuminating learnings around motivation that may be
beneficial to those in the private sector.
Summary
This chapter provided a brief introduction to the purpose, research questions,
theoretical framework, and significance of the study, as well as foundational elements
that compose the study’s design. Chapter two will provide an overview of relevant
literature that serves to inform this research study.
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Chapter 2
Review of Literature
Chapter two provides a review of current literature regarding leadership and
motivation. The purpose of this study is to explore what leadership characteristics and
non-leadership factors are most effective in motivating a volunteer workforce. With the
vast number of publications about leadership and motivation, this chapter reviews and
summarizes the literature and key findings to inform the research study. The researcher
conducted a review of literature guided by best practices in writing such reviews. The
techniques provided by Torraco (2016) served as a foundation for conducting the
literature review within this chapter. To begin, the researcher built off previous academic
coursework where concepts and theories on leadership and motivation were studied. This
included seminal works on both leadership and motivation theory which, in some cases,
date back more than a century. The researcher then queried WorldCat and Ebsco
databases using keywords including: motivation theory, needs-based theories of
motivation, process-based theories of motivation, volunteer motivation, job satisfaction
theory, self-determination theory, leadership theory, leadership and management styles,
job characteristics theory, career theory, theories on occupational choice, volunteer
leadership, nonprofit leadership, nonprofit motivation, non-paid workforce leadership,
non-paid workforce, and volunteerism. Emphasis was placed on identifying recent
research, although older, seminal works were also captured in the literature review. The
lack of motivation and leadership research that focuses on the research question in this
study, that of a volunteer-led workforce, was evident in this review.
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Combing through the literature on supervisory leadership and motivation theory,
there was no shortage of hypotheses on what motivates a traditional paid workforce. As
described by Dessler (2012), to understand key drivers of individual staff behavior, it is
first important to understand the motivations of staff. Scholars in psychology explored
individual and differential psychology which help better understand the characteristic
patterns of affect, behavior, cognition, and motivation of humans (Revelle, Wilt, &
Condon, 2013). Motivation theory has evolved and includes applicable tools and
formulas that help explain human behavior. This literature review explored need-based
and process-based theories on motivation drivers, leadership theory, leadership and
management styles, the Job Characteristics Model, career theory and theories of career
and occupational choice, as well as theories on motivating a volunteer workforce.
Needs-Based Approaches to Motivation
Starting with the need-based approaches to motivation, Abraham Maslow’s oftencited theory on motivation may serve to explain needs-based motivation. Maslow’s
theory proposed that people have lower-level needs that are biological, physiological, and
safety-related as well as higher-level needs such as the need for esteem and selfactualization (Maslow, 1943). According to the theory, lower-level needs (i.e., hunger,
survival) must be met before the individual can attend to higher-level needs (i.e.,
intellectual development, appreciating aesthetic beauty). For this reason, Maslow
referred to lower-level needs as basic needs and higher-level needs as growth needs.
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The work of Clark Hull, an engineer by trade, addresses the need to better
understand human behavior. Hull is one of the first motivational theorists in America
(Revelle et al., 2013). Hull hypothesized that behavior could be explained by the
following equation: behavior = drive x habit. Hull argued that while habit may be formed
in some individuals, absent drive or energy, the ability to greatly impact behavior is
limited. Much of Hull’s work was complemented by psychologist Kurt Lewin who
posited that behavior is a function of not only the person but also the environment the
person is in, with the environmental conditions being determined by three variables;
tension with a perceived goal, valence of the goal, and the psychological distance to the
goal (Wheeler, 2008). Both Hull’s and Lewin’s theories underlying understanding of
what drives human behavior serve as a foundation for any supervisor, as the supervisor
can better understand what motivates staff to work.
Another significant need-based theory that emerged in 1959 from psychologist
Frederick Herzberg is the two-factor theory of work motivation. According to Herzberg,
individuals are not content with the satisfaction of lower-order needs at work, for
example, adequate salary or safe working conditions. Rather, individuals look for the
gratification of psychological needs having to do with achievement, recognition,
responsibility, advancement, and the nature of the work itself. Herzberg proposed a twofactor model of motivation, based on the notion that the presence of one set of job
characteristics or incentives leads to worker satisfaction at work, while another and
separate set of job characteristics can reduce dissatisfaction at work. Thus, satisfaction
and dissatisfaction are not on a continuum with one increasing as the other diminishes;
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they are independent phenomena (Herzberg, Mausner & Snyderman, 1993). This means
that to improve job attitudes and productivity, administrators should address both sets of
characteristics (i.e., motivation factors and hygiene factors), and not assume that an
increase in satisfaction will lead to a decrease in dissatisfaction. Consequently, if
managers wish to increase job satisfaction, they should be concerned with the nature of
the work itself — opportunities for gaining status, assuming responsibility, and for
achieving self-realization. If, on the other hand, managers wish to reduce dissatisfaction,
then they should focus on a safe work environment, clear job procedures, job security,
and providing effective supervision. In short, the need to consider the range of both
motivation factors and hygiene factors provides managers with a comprehensive model
for addressing the work motivation of employees.
Lastly, among the need-based motivation theories discussed by Dressler (2012) is
the theory of psychologist John Atkinson who examined individual differences in
achieving motivation. Atkinson’s formula for explaining motivation varies from the
previous work of Hull and Lewin in that Atkinson explained that the tendency to
approach an achievement-related goal (T) was a function of three variables: the need for
achievement or the motive for success (M), the probability that an individual will be
successful at the task(s) (P), and the incentive value of success (I) leading to a simple
equation of T = M x P x I.
Process-Based Theories of Motivation
Shifting to process-based theories of motivation, Adam’s equity theory
hypothesized that equity perceptions in work relationships are key drivers to motivation
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(Adams, 1963). Using analysis of the ratio of inputs an individual places in a relationship
and perceived outputs the individual has, the received balance of input to output may
drive behavior. In this theory, perceptions are key and supervisors are advised to be
mindful of the conditions and her/his behaviors that may lead to staff feeling tension due
to perceived or real inequities.
Psychologist Edwin Locke’s process-based approach to motivation explores the
relationship between motivation and goals (Locke & Latham, 1990). Goals serve as a key
driver for human motivation and one of the simplest tools that a supervisor can use to
motivate is to ensure that staff have clear goals. Dresser summarizes the work of Locke
by stating “the most straightforward way to motivate an employee may simply be to
make sure that he or she has an acceptable, challenging goal, and has the ability to
achieve it” (Dessler, 2012, p. 292).
Psychologist Victor Vroom hypothesized that motivation (M) is a function of
three variables; expectancy (E), instrumentality (I), and valence (V) (Dessler, 2012).
These three variables determine the relationship of the expectancy or probability of
reaching a goal, the connection between performance and reward, and the value that
individuals place on rewards.
The need-based and process-based theories of motivation are largely, if not
exclusively, based on research of staff in paid positions, however, the application and
underlying psychology may serve as a guide for supervisors of a volunteer workforce.
The following section provides an overview of motivational theory literature related to
nonprofit organizations that manage volunteers.
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Job Satisfaction
There is a distinct body of research on job satisfaction dating back to Hoppock’s
(1935) research which defined job satisfaction as a combination of psychological,
physiological, and environmental conditions that cause feelings within employees. Later
research from Vroom, stated earlier, also contributes to the research on job satisfaction.
Additional research from Davis and Newstrom (1985) further examines job satisfaction
as a set of favorable or unfavorable feelings of employees about their work. These
feelings can improve job performance, and conclude that job satisfaction is a derivative
of an individual’s general attitude toward his or her job. Deci and Ryan (1985) provided
self-determination theory to help explain job satisfaction, illustrating that rewarding
performance can improve job satisfaction. Locke & Latham (1990), as previously
mentioned, and Luthans (2002) build on various theories that began to rapidly emerge in
the 1980s, where much of the theory stems from other theories explaining human work
motivation. The following section will also discuss the determinants of job satisfaction
from the viewpoint of volunteer jobs versus a paid job.
Leadership Theory
Documented accounts of leadership theory date back to 1491 BC with Jethro, the
father-in-law of Moses urging him to delegate this authority (Shafritz, Ott, & Jang, 2005).
Early accounts of leadership theory can be divided into classical-era theories, accounting
for theorists such as Jethro, Machiavelli circa 1531, Frederick Taylor in 1911, and Henri
Faylor in 1916. These classical theories emphasized a number of key leadership
characteristics ranging from Machiavelli’s who stressed practical rather than moral
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actions around leadership to Taylor’s who promulgated the scientific management of the
workforce.
In 1922, Max Weber’s theory of endorsed bureaucracy was published, beginning
a new era of modern-era theories that would guide the field of leadership until the late
1960s. Within this time period of leadership theory development, key theorist emerged
such as Mary Parker Follett with her study of participatory management, Douglas
McGregor who proposed Theory X and Theory Y, Fredrick Herzberg, and Peter Drucker
who emphasized the importance of leaders focusing on areas in which superior
performance would formulate positive results (Shafritz, Ott, & Jang, 2005).
Lastly within leadership theory development is a period of postmodernism that
blossomed in the 1980s. Notable theorists within this period include Edgar Schein who
in 1985 studied the role that leaders should play in shaping an effective culture within
organizations. Peter Senge’s 1990 publication (The Fifth Discipline) recommending the
decentralization of power in such a way that it is shared by team members also emerged
during this time period as well as Margaret Wheatley’s research which examines the
relationships of instability or imbalance in creating necessary growth within
organizations (Shafritz, Ott, & Jang, 2005). These theories, as well as those that preceded
them, can provide sight into the leadership characteristics that motivate a volunteer
workforce and are referred to throughout this study.
Leadership/Management Styles
An EBSCO host search thousands of references to various leadership and
management styles. The broad area of research on leadership styles can best be described
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as an investigation into a leader’s behaviors and the ways in which the leader influences
their followers (Luthans, 2002). This body of research around leaders’ behaviors is
typically classified into autocratic, bureaucratic, charismatic, democratic, laissez-faire,
transactional, and transformational leadership. The styles range from the autocratic style
in which leaders have complete power over staff to the more participatory style of
democratic leaders where a member of the team have a voice in the decision-making
process. These leadership and management styles offer insight into the determinants of
job satisfaction and motivation for a paid workforce as well as those that inform
volunteer motivation.
Prominent leadership theories are often associated with leadership styles and
include one of the first theories on leadership, Trait Leadership Theory. This theory is
focused on the various personality traits and characteristics that are attributed to
successful leaders. The theory has a base in the Great Man Theory developed by Carlyle
(2017). More recently is Greenleaf’s Servant Leadership, which begins with the idea of
leaders being a servant first dedicated to their followers (Greenleaf, 2007). The
Participative Leadership Theory is largely informed by the research of Kurt Lewin and
includes shared influence and joint-decision-making between a leader and their followers
(Lewin, Lippitt, & White, 1939). Burns (1978) also included the Transformational
Leadership Theory which focuses on moving followers beyond their self-interest and
promotes greater motivation and team morale. This theory is often contrasted with the
initial research of Weber’s (2008) and Bass’s transactional leadership theory (Bass &
Avolio, 2000), a style of leadership and management based on the distribution of rewards
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and punishments. In this model, leader’s focus on day-to-day operations and tend to rely
on charisma to motivate employees. Situational leadership is also commonly cited and
stems from Blanchard and Hersey’s (1969) research showing that leaders chose their
leadership style based on the maturity and development levels of their followers. The last
commonly cited leadership style is behavioral leadership theory which focuses on the
actions and behaviors that determine a leader’s effectiveness. Simply put, the theory
examines what does an effective leader does? This theory developed out of key studies in
behavioral theory at the University of Michigan and Ohio State University (Shafique &
Beh, 2017).
Job Characteristics Model
Hackman’s and Oldham’s (1980) job characteristics model offers valuable insight
into the core job dimensions that can affect staff and work-related outcomes, including
job satisfaction. Their research identified the five core job dimensions of autonomy,
feedback, skill variety, task identity, and task significance. While these five core
dimensions have primarily been applied to paid workforces, application of the core
dimensions may benefit the nonprofit organizations with a volunteer workforce (Millette
& Gagne, 2008). Additionally, the researchers identify three critical psychological states
that can build on the five core dimensions; experienced and meaningful work,
experiences responsibilities for outcomes of work, and knowledge of the results of the
work. The theory leads to increased personal and work outcomes including higher
internal work motivation, higher quality work performance, and satisfaction, lower
absenteeism, and turnover.
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Career Theory and Theories of Career and Occupational Choice
Parson’s (1909) research in the field of career guidance marked the beginning of a
broad body of work investigating career and vocational theory. Referred to many as the
grandfather of vocational training, Parson’s made clear the importance of selecting a
vocation based on the person and environment in a scientific manner, which evolved into
the field of vocational counseling. The self-concept theory of career development framed
by Super (1953) is also a milestone development in career development theory. Super’s
research posited that people base their career decisions on the belief about their own
abilities and self-attributes, thus the deliberation of choosing a career is based on a
subjective view of oneself. This powerful concept provides insight into how one’s own
views of their abilities, traits, and values may influence their career choice and future
development.
Lofquist’s and Dawis’s (1969) theory of work adjustment built upon the earlier
research of Parson and formulated a trait and factor matching model. Their work also
developed insights into worker personality and work styles in addition to the work
adjustment process. Gottfredson’s (1981) theory of circumscription and compromise
provided insight into how people come about making vocational choices. The theory
suggests that four developmental processes are key in the vocational matching process:
age-related growth in cognitive ability (cognitive growth), increasingly self-directed
development of self (self-creation), a progressive elimination of least favored vocational
alternatives (circumscription), and recognition of and accommodation to external
constraints on vocational choice (compromise).
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Developed by Lent, Brown, and Hackett (1994), social cognitive career theory
emerged and provided insight into the three linked variables of self-efficacy beliefs,
outcome expectations, and career goals. Additionally, Schein’s (1996) research and
identification of eight career anchors hypothesized that workers will be more content if
they best understand which career anchors are important to them, as well as finding a job,
occupation, or career that is aligned with a person’s dominant career anchor. The eight
anchors included technical/functional competence, managerial competence,
autonomy/independence, security/stability, entrepreneurial creativity, service dedication
to a cause, pure challenge, and lifestyle.
Arthur and Rousseau (1996) also provide valuable insight in what they termed a
boundaryless career that broke from past theory on traditional career theory. The
researchers viewed careers as interlinking boundaries of organizations and occupations
with other parts of people’s lives, not just the traditional boundaries as work and personal
life. The blend of culture, socioeconomic, and other complex variables influence the
notion of a career, and therefore the idea of a career is something that is not simply
variables that are work-related but are also not- work-related.
Holland’s (1997) theory of vocational personalities in work environments posited
that workers possess different traits, behaviors, and interests. These profiles were
categorized by Holland as Realistic, Investigative, Artistic, Social, Enterprising, and
Conventional, providing insight into the various occupations or career choices that
individuals may be best suited for.
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D.T. Hall’s research on the protean career, the concept that a career is driven by
the individuals and not by the organization, offers an illuminating insight into the
development of job and career theory (Hall & Las Heras, 2010). Hall described two broad
dimensions of the theory; a values-driven career orientation and self-directed career
management. With the values-driven orientation, individuals define career values on
their own terms and thereby assess the success of their careers on those terms. In the selfdirected dimension, individuals are actively managing their career development
according to personal values. Hall also posited that jobs were building blocks for careers.
While career development theory is not the anchor for this study, the theories may
provide insight into the leadership characteristics that are most effective in motivating a
volunteer workforce. For example, the theory of work adjustment maintains that
individual job satisfaction and organizational career management are optimized when
one’s skills and capabilities are well-matched with job requirements. It is possible that
learning from the theory of work adjustment and other career theories are applicable to
this study.
Motivating a Volunteer Workforce
A significant amount of literature exists on volunteer management, much of
which examines the various motivators for volunteers to engage in service. A review of
this literature revealed a number of variables. Dwyer et al. (2014) found that personal
motives, in addition to transformational leadership, lead to increased volunteer
satisfaction due to the volunteer’s ties to meaningful work and high-quality relationships
with their fellow staff. The personal motives were often tied to volunteers connecting
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with humanitarian values, a quest for understanding, obtaining career benefits, a refuge
from guilt felt due to others being less fortunate, enhancements of self-esteem or worth,
and connectivity with a social group (Dwyer et al., 2014). This research confirmed that
even for an unpaid workforce, leadership matters; not simply transactional leadership, but
rather leadership that is transformational. Of particular interest in the work of the Red
Cross is that this research confirms that humanitarian values are found to be the strongest
predictor of satisfaction in a volunteer workforce.
Even the literature in economics underscores the key motivators of volunteerism
that may drive leaders to better understand how to best motivate such staff. Ziemek
(2006) identified three district theories; altruism, investment, or egoistic motives to help
explain the phenomena of volunteer motivation. Volunteers may, under the altruism
model, see their act as a public good, and thus see a moral or ethical obligation in
pursuing this action. In addition, volunteers may see their acts as a private consumption
model, not tied to a larger public good, but rather an act that provides them with
meaningful engagement or utility as it is referred to in schools of economics. Ziemek
also recognized that there are volunteers who simply seek to volunteer as an investment
to gain valuable work experience.
Christauskas, Petrauskiene, and Marcinkeviciute (2013) provide additional insight
into volunteer motives and found that there is still a significant lack of research into the
field of understanding volunteers’ motives, noting that a blend of theories from the
schools of sociology, psychology, and management should be drawn from to best
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understand such motives. Of interest are management and leadership theories that stem
from Douglas McGregor and Abraham Maslow, both examined in Dessler (2012).
Güntert et al. (2014) provide valuable insight into volunteer motivation, drawing
upon much of the seminal work that is published on motivational theory and prior models
of self-determination theory (SDT) forged by Deci and Ryan (1985). The researchers
utilize the framework of self-determination theory (SDT) to better understand volunteer
satisfaction, which has implications for better understanding of volunteer motivation. Key
learning into the value of autonomy-supportive leadership is gained from the study,
confirming that such a leadership style is an important variable in increasing both
volunteers’ motivation and satisfaction (Güntert et al., 2014). The needs for autonomy,
belonging, and competence are identified as three critical basic psychological needs in
determining how fulfilling a volunteer experience will be, thus leading to indicators of
motivation.
Work from Bidee, Vantilborgh, Pepermans, Huybrechts, Willems, Jegers, and
Hofmans (2013) provides additional insight into self-determination theory as a valued
framework which examines the differences between a paid versus volunteer workforce.
Their research illustrated that autonomous motivation positively influences the work
effort of volunteers, validated across volunteers of different organizations.
Application for Volunteer Supervisors. What lessons can be learned from
traditional management and leadership research as well as the volunteer motivation
theories? One key theme that emerged when comparing the two is that there is no “one
size fits all” approach and that just as supervisors of a paid workforce should take time to
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understand the underlying motives of their team members, so too should supervisors of
volunteer staff. The basic psychological principles of Maslow’s hierarchy of needs may
provide a base for matching volunteer’s motivations for the work they perform. Although
a volunteer may not be driven by economic gain, like paid employees, a sense of
belonging and recognition serves as a key motivator. Recognition serves as a key
motivator for both paid and volunteer staff and can be tied to several motivational
theories such as Herzberg’s Hygiene-Motivator theory and Maslow’s Needs Hierarchy
where recognition may fulfill individual’s social and self-esteem needs (Dessler, 2012).
Atkinson’s need-based theory, as well as Vroom’s hypothesis, provide valuable
insight into how motivators of both a paid and volunteer staff member may be optimized
to better performance based on their individual motives. These theories also provide
context for how volunteer supervisors may benefit from setting achievable, yet
meaningful, goals for unpaid staff, as well as paid staff. Goal setting is a simple way to
set up both paid and volunteer staff for success, to motivate, and is validated by
motivational psychology through research such as that of Locke (1990). Locke’s
research demonstrates that specific goals that challenge the employee lead to greater
performance and overall employee satisfaction (Dessler, 2012). Dessler also describes
goal setting methods that are achievable for staff, including goals that incorporate staff
buy-in and that are participative. While Dessler seems to only be addressing paid
employees, it is clear from the research on volunteer management that goal setting serves
as a key motivator for fulfilling volunteer’s underlying needs that drive them to
volunteer. A volunteer supervisor may benefit from identifying ways to structure goals
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with volunteer staff using the S.M.A.R.T. method; goals that are specific, measurable,
attainable, realistic, and timebound.
Valuable research by Güntert et al. (2014) and Bidee et al. (2013) provide a
framework to apply self-determination theory to a volunteer workforce. By better
understanding the intrinsic motivations of volunteers and the mechanics of selfdetermination theory, volunteer supervisors may better adapt their leadership style when
engaging with volunteers.
Summary
While most research on supervisory and leadership theory addresses a relationship
between a paid supervisor and staff member, there are many applications in the literature
that can be applied to volunteer management and motivation. This chapter provided a
review of seminal theories examining needs-based and process-based approaches to
motivation which offer valuable insights that inform the research question in this study.
The chapter also reviewed leadership theory, leadership and management styles, theories
and research on job satisfaction, the job characteristics model, career theory and theories
of career and occupational choice, as well as work on motivating a volunteer workforce
that offers insight into human motivation and volunteer management.
However, a gap in this literature is the lack of application to a volunteer-led
workforce. For more than 135 years, the American Red Cross has been fine-tuning its
approach to managing volunteers, as the mission of the organization is heavily dependent
on a largely volunteer workforce and continues to adopt the volunteer engagement cycle
to better align motivations of volunteers with the broader organization mandate.
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Organizations large and small that have a volunteer base stand to benefit from the crossintersection of leadership and volunteer motivation theory and should take time to
develop tools, systems, and processes that professionalize the management of volunteers.
Doing so can ensure a win-win condition where your organization is able to meet its
mission, and an opportunity for volunteers to fulfill their needs and motivations.
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Chapter 3
Research Methods
This chapter focuses on the research design and methodology used to conduct this
study that explores what characteristics are most effective motivating a volunteer
workforce. This chapter first provides a review of the research design and rationale for
the study as well as an overview of the Red Cross instrumental case, followed by a
review of the data collection approach, pilot studies conducted, and proposed data
analysis framework. A succinct summary of the relationships among the study’s
theoretical framework, research questions, and interview questions can be found in
Appendix E.
Research Strategies
Given the very nature of leadership and volunteerism as a dynamic, human-based
phenomenon, qualitative research is appropriate for understanding what leadership
characteristics are most effective motivating a volunteer workforce. While a mostly
positivist approach could lead to an algorithm for leading volunteers, ignoring the human
and social science elements that drive human behavior seems limited and constrained by
the traditional scientific method and hypothesis testing. As noted by Yin (2018), when
looking for an understanding of experiences, words elicited from research participants
serve a key role in the search for meaning versus in quantitative methods where numbers
are the primary driver of data. Maxwell (2013) further emphasizes this approach where
he notes the flexible and inductive nature of qualitative studies which allow for a more
reflexive approach to understanding meaning. Quantitative methods, which may serve a
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role in informing the field of leadership studies, apply a rigid and inductive approach that
does not embrace the hermeneutic circle which draws on reflection and engagement,
absent in quantitative methods.
Kezar’s (2000) use of a qualitative case study technique to study leadership drew
upon participant’s understanding of leadership that was not based on prior models or
theories. This contrasts with the thousands of publications that design a study and apply
established leadership theories, such as servant-leadership, into the instruments used to
study a population. Take, for example, the article by Sadeghi and Pihie (2012)
“Transformational Leadership and It’s Predictive Effects on Leadership” which surveyed
400 lecturers at universities to examine various leadership styles using the Multi-Factor
Leadership Questionnaire, a quantitative tool established by Bass and Avolio (2000).
While a well-conducted quantitative study, participants were limited in the number of
responses they could provide and the results of the study were a mere statistical story.
Unbounded by the assumption that transformational leadership theory is “the” right
theory, might participants have revealed other characteristics of leadership that are
noteworthy?
As a pragmatic researcher, the use of the research problem guided the method
used, whereby a pluralistic approach was welcomed. Due to the researcher’s Master’s
degree in economics, he certainly relatds with the quantitative methods on leadership
more easily but believes this ease is simply a bias based on the overwhelming dominance
of the scientific method and bias of westernization that stems from his country of birth.
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As Smith (2012) highlights, the scientific method and research underpinned European
imperialism and western agenda.
Case Study Methodology
A qualitative instrumental single-case study methodology was used in this study.
The purpose of this study was to better understand the characteristics that motivate a
volunteer workforce. The study’s theoretical foundation proposes that volunteers’
psychological needs for autonomy, belongingness, and competence underlie their
motivational predispositions. A constructivist approach to qualitative research that elicits
participants’ views and beliefs about characteristics that motivate them will elucidate the
degree to which these psychological needs are met in the sample population. Merriam
and Tisdell (2016) discuss the evolution of qualitative methods coming out of the age of
positivist influence. Using a qualitative research method and a constructivist approach,
American Red Cross volunteers were part of an instrumental single-case study (in-depth
analysis of a bounded system). Yin (2018) describes an instrumental case as one in which
a researcher investigates the case to understand something else. The American Red Cross
serves as the instrumental case, where the American Red Cross is used to provide insight
into volunteer motivation. Five embedded units of analysis, volunteer groups by
specialization, are examined with a return to the larger American Red Cross case
described in the data analysis section.
The choice of a case study was informed by the desire to understand the complex
social phenomena of leadership characteristics that drive volunteer motivation within the
American Red Cross case. This instrumental case approach allows the researcher to
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“focus on a ‘case’ and retain a holistic and real-world perspective” (Yin, 2014, p. 4).
This was also the chief purpose of the researcher’s interest in this research problem,
aligned with his desire and pursuit of the Ed.D. degree, focusing on a problem of
practice. While a multiple-case study approach could be valuable in providing additional
rich, cross-cutting themes and potential theory development regarding the research
question, due to limitations of time and budget of the researcher, a single-case design was
chosen. Figure 1 provides an overview of the relationship between the case itself, the
context being studied, and the chosen embedded units of analysis, as described by Yin
(2018). While there is interest in the case itself, the embedded units of the study allowed
the researcher to examine each unit before zooming back out of the case itself to assess
findings.
Figure 1.
Relationships among the Context, Case and Embedded Unit of Analysis

Context = Leadership Characteristics that Motivate
Volunteers
Instrumental Case = American Red Cross
Embedded Units of Analysis = five different service
lines at American Red Cross

The choice of an instrumental single case, that of the American Red Cross, should
not be dismissed as simplified research versus a multiple-case study. As Figure 2
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illustrates, single-cases, especially those noted as critical, unusual, or revelatory, can
serve to validate theoretical propositions and allow the researcher to observe and study
phenomenon (a volunteer-led workforce) that are relatively unknown to researchers and
the existing evidence base (Yin, 2018).
Figure 2.
Characteristics of the Single-Case/American Red Cross
Characteristic of the Single-Case/American Red Cross
Critical

Will inform theoretical propositions made by the
researcher

Unusual

The nation’s largest volunteer-led organization

Revelatory

Little/no published research exists studying volunteerled organizations and the called research question

Source: Yin, 2018
Research Population
The American Red Cross is fortunate to drive its mission through the generosity
of nearly 300,000 volunteers (and 18,000 paid staff). Volunteers were recognized as
critical to the mission of the American Red Cross such that a major effort was launched
in 2016 to ensure that paid supervisors across the organizations were equipped to manage
not only paid staff but also volunteers. Figure 3 below illustrates the cyclical process used
by the Red Cross to engage volunteers. Long before motivation and engagement of
volunteers occurs, identifying needs of the workforce leads to a comprehensive needs
assessment by the supervisor, followed by a complete job description that potential
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volunteers view before accepting a volunteer position. Prior to and during onboarding,
volunteers are offered training to ensure job success. Dessler (2012) highlights one of the
key ingredients that is needed to get employees started in their roles is training, as well as
ongoing training and development to keep their performance at its best.
Figure 3.
Volunteer Engagement Cycle

Source: American Red Cross
The entire volunteer engagement cycle is meant to drive high volunteer engagement, thus
reducing volunteer turnover, and improving mission-driven performance, whether it be
ensuring that blood drives or disaster operations are staffed by volunteers, or Red Cross
chapters have the people power to run day-to-day operations.
Metrics and goals for paid staff focus on measuring volunteer engagement, with
the goal of driving current volunteers to increase the number of hours they serve as well
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as recruitment of new volunteers to contribute to the mission. Metrics not only serve as a
benchmark for employee engagement but also from a financial standpoint as a way to
demonstrate stewardship of donor dollars, as the overall contribution of volunteer hours
appears in a footnote to the audited financial statements, showing the massive
contribution that volunteers make at the American Red Cross.
Sixteen American Red Cross volunteers were interviewed using the maximum
variation criterion purposefully selected for the interviews from the five areas of
specialization within the American Red Cross – three volunteers from each of the
following areas of specialization: BioMedical Services, Service to Armed Forces,
Training Services, Domestic Disaster Cycle Services, and International Services. Because
volunteer responses to the NPS are anonymous, a short email survey, found in Appendix
B, was sent to volunteers in all five areas of specialization asking if they would
participate in an interview. To inform the research questions both from the perspective of
new volunteers with less than one year of service and tenured volunteers with more than
15 years of service, maximum variation sampling was intended to be used. According to
Merriam and Tisdell (2016), this approach to sampling seems best suited to “discover,
understand, and gain insight…for which the most can be learned” (p. 96). In addition,
Yin (2018) notes that the great variation that may emerge from these varying perspectives
can serve to inform the central research question, and later, may provide value in the
transferability of findings.
To avoid a request going to all 300,000 volunteers within the American Red
Cross, a non-probabilistic random sampling starting with an initial round of 500
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volunteers was performed using the volunteer database on record for the American Red
Cross, called Volunteer Connection. Random purposeful sampling is a sampling strategy
that “adds credibility to [the sample] when [the] potential purposeful sample is too large”
(Miles & Huberman, 1994, p. 28).
The survey asked volunteers if they rated a nine or ten in the NPS and if they
would be interested in participating in the case study interviews. If volunteers are so new
that the NPS has not been issued yet, volunteers were asked if they would rate their
experience as a positive nine or ten on a scale of zero to ten and be asked to participate.
Assuming a 4% positive response rate, the assumption was to lead to the targeted 15
volunteers, three volunteers from each area of specialization. An explanation leading to
the additional interview, for a total of 16 interviews, is provided in Chapter 4.
The number 15 was open to being adjusted should thick, rich data, and
redundancy not occur within interviews, as thick and rich description serves to best
extract the lived experiences of individuals (Yin, 2018). Best practices in the field of
qualitative methods note that there is no magical number of samples, rather as “the size of
the sample is determined by informational considerations...the sampling is terminated
when no new information is forthcoming from new sample units; thus redundancy is the
primary criterion” (Lincoln & Guba, 1985, p. 202, emphasis in original). The researcher
believed the sample of three volunteers from each American Red Cross service line
provides an ample variety of perspective and a healthy cross-section across the vast tasks
that volunteers complete. Based on pilot studies discussed later, the researcher believed
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that from 15 volunteers will emerge thick and rich descriptions that inform the primary
research question.
The request for data was intended to include the bounding desired to ensure
maximum variation which was determined to be volunteers with less than a year of
service and volunteers with 15 or more years of service. Due to limitations in the data
collection process, discussed in detail in Chapter 4, parameters for volunteer years of
services were not strictly bound to under one year of service and over 15 years. To better
understand the characteristics of the bounded study, demographic data were also obtained
from Volunteer Connection. The author has administrator access to the database and
therefore obtained all data, in Excel, from Volunteer Connection, in which permission
from American Red Cross was first secured prior to the study. A simple Excel generated
random sample, using the random sample Excel tool was applied.
Data Collection
Data was collected to address the research questions using interviews and focus
groups. These data collection methods are discussed in this section. Consistent with the
University of Nebraska-Lincoln’s Institutional Review Board’s (IRB) Policies and
Procedures (2017), approval from the IRB was sought prior to beginning interviews with
selected research participants. After IRB approval on December 20, 2020, the researcher
worked to data-mine Volunteer Connection to identify the potential pool of volunteers
that would potentially participate in the study. Volunteer Connection (VC) is the system
of record for the American Red Cross and is the “volunteer management system used to
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engage, match, train and deploy volunteers in order to respond to community needs and
deliver the Red Cross mission” (American Red Cross, n.d.).
As described in the Research Population section, the study used purposeful
selection, maximum variation sampling, recognizing that volunteers are selected from a
single organization. Maximum variation allows for interviews with a wide range of
volunteer experiences at Red Cross as well as years of service. One feature of this study
that may vary from the review of other qualitative studies is the use of random sampling
to initially bound the case study to arrive at the maximum variation desired. Doing so
increases validity which will be discussed in more detail later in the study (Yin, 2018).
Interviews. A semi-structured interview was used once interviewees were
confirmed. The choice of semi-structured interviews is grounded in evidence-based
research that such interviews allow the researcher both to establish a smooth flow with
interview questions that address the research questions of the case study, but also
flexibility in building rapport and more conversational flow with participants (Yin, 2018).
In addition to the above benefits, the use of semi-structured interviews has been found to
be the accepted main method of data collection in the field of leadership studies (Bryman,
2004).
This type of interview is consistent with the constructivist approach identified by
the researcher, as the case study is meant to extract participants’ views of the situation
and not driven strictly by the research agenda or a priori conclusions of the researcher
(Yin, 2018). The complex nature of human behavior and justification of semi-structured
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interviews based on the constructivist approach is well documented in Mojtahed, Nunes,
Martins, and Peng (2014).
Interviews were conducted with volunteers located throughout the American Red
Cross and represent each of the five areas of specialization within the American Red
Cross; BioMedical Services, Service to Armed Forces, Training Services, Domestic
Disaster Cycle Services and International Services (with an intended goal of achieving
three interviewees from each area). The types of activities that volunteers perform and
their required knowledge, skills, and abilities in each of the five areas differ enough that
sampling from within each area was conducted. For example, Training Services
volunteers may conduct a CPR course, thus requiring certification to do so, while
domestic disaster volunteers’ activities may range from installing smoke alarms in at-risk
communities to responding to floods and other disasters. As described by Miles,
Huberman, and Saldaña (2014), the wide range of variations in the attributes and tasks
each volunteer performs may later prove valuable in discussing overall transferability of
findings, which will be addressed in the validity section below. A copy of the interview
protocol can be found in Appendix C.
The very nature of leadership is fundamentally based on the human experience.
The methodological approach and design of this study are intentional in enabling humancentered interactions, via semi-structured interviews. Semi-structured interviews are
consistent with the constructionist approach identified by the researcher, as the case study
and purpose of the study is meant to extract participants’ views and not driven strictly by
the research agenda or a priori conclusions of the researcher (Yin, 2018). The interview
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protocol is, therefore, purposefully designed to understand the characteristics of
leadership that lead to the motivation of volunteers through co-creation of this reality
from the views of volunteers themselves and the interpretation of the researcher.
The researcher was the primary instrument in qualitative research and thus the
interview tool guided the extraction of data from volunteers that allowed for the data
analysis (Yin, 2018). The interview questions in Appendix C are largely influenced by
established leadership and motivational literature covered in the literature review, as well
as the theoretical framework of self-determination theory as adopted initial by Deci and
Ryan (2015) and subsequently as applied to volunteers by Güntert et al. (2014).
Questions are structured to explore areas of autonomy, belongingness, and competence as
the three psychological needs critical in self-determination theory.
Interviews of participants took place through Zoom and were recorded, with the
consent of participants, using a high-quality recording capabilities of Zoom. The Zoom
platform allowed participants to either dial in via a phone number of a provided link.
While it is recognized that in-person interviewing allows for greater opportunities to
observe participants and possibly enrich interaction, there are a number of cost-benefit
analyses that lead to the conclusion that virtual interviews are best suited for this study
(Knox & Burkard, 2009). The budget and time constraints of the researcher inhibited the
use of in-person interviews. After careful consideration of the benefits of virtual
interviews as described by Knox and Burkard (2009), the quality of information obtained
from these interviews was not expected to be compromised.
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Google Survey.

A Google Survey with the same interview questions used in

live interview was used to capture feedback from volunteers that did not participate in
live interviews. Nine surveys were completed by volunteers as result of volunteers
affirmatively responding to the researchers request to participate in interviews, after
which the maximum number of interviews was reached. This data was not coded as part
of the study, however, it served as a method of triangulating interview data. This
additional data provided feedback from additional volunteers who expressed interest in
the study as a way to have their voices captured in the research, as well as increasing the
validity of the research.
Focus groups. Once initial coding of interviews was completed, the two focus
groups were formed to validate initial findings, a form of member checking. Focus
groups provide a way of triangulating findings and offer an additional method of
collecting thick and rich descriptions augmenting those found in interviews. In addition
to the initial validation of data from interviews, additional data were collected serving as
a validation technique and to increase trustworthiness. Yin (2018) notes this method of
data collection and validation can serve a key role in case study research, stating “To
obtain the views of a larger group of persons, you would not enlarge the focus group, but
would instead assign interviewees to several small focus groups” (p. 120). An invitation
to all volunteers who participated in initial interviews was sent via email inviting
volunteers to participate in a focus group to discuss initial findings and allow volunteers
to validate or add additional context. Focus groups were limited to five volunteers and
one hour to allow room for a deeper conversation to take place. A third focus group
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would have been formed should more interviewees had responded. All focus groups took
place in Zoom.
Pilot Study
Recognizing that no research project is flawless and the value of exploratory
research, the researcher participated in two small pilot studies. Light, Singer, and Willett
(1990) provide insight into the value of pilot studies in that:
No design is ever so complete that it cannot be improved by a prior, small-scale
exploratory study. Pilot studies are almost always worth the time and effort. Carry
out a pilot study if any facet of your design needs clarification (p. 213).
In order to explore the researcher’s overall project design, two pilot studies took
place over the Fall 2017 and Summer 2018 academic terms under the guidance of Dr.
Sarah Zuckerman and Dr. Mary Zeleny. The first pilot under the supervision of Dr.
Zuckerman allowed the researcher to survey two volunteers using the maximum variation
technique discussed in the methodology section. The pilot also allowed the researcher to
pilot the first version of questions for the semi-structured interview and served as a
foundation for refinement of the study as the researcher prepares for a dissertation
proposal. The themes surrounding the leadership characteristics that mattered most to the
participants can be further explored in future interviews with other volunteers, allowing
the researchers to complete member checks during post-pilot studies.
The two interviews provided data that allowed the researcher to identify themes
from volunteers relevant to this study. Volunteers expressed valuing a sense of human-to-
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human connectivity, belonging to an environment that was empowering, and a desire to
feel connected to the “why” behind work being performed.
The second pilot under the supervision of Dr. Zeleny allowed the researcher to
further refine the interview protocol, where the protocol was then piloted with two
additional American Red Cross volunteers. The volunteers were selected using a
purposeful sampling method, and with the maximum variation criteria on the number of
years in a volunteer role, as described in the methodology section of this study (Yin,
2018).
While such pilot findings require future exploration, they serve as a reminder and
opportunity to pay close attention to the themes that arose in the pilot interviews as well
as to continue working with the interview protocol to best address the research question.
Data Analysis
Analysis of data began early in the study and through an iterative process, first
with an analysis of the demographic data from the initial query into Volunteer
Connection, and later cross-walked with the document analysis. Based on the maximum
variation criterion established, a review and summary analysis of volunteer demographics
took place allowing the researcher to understand the make-up of possible interview
participants.
Once interviews took place, the saved recordings were transcribed by a third party
and then stored into an NVivo file to begin coding. Jotting and the creation of coding
notes, which is a form of an analytical sticky note, was used within NVivo to provide
researcher reflections. First cycle in vivo coding, as described by Saldaña (2013), was
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used to code interviews as they were concluded. This was followed by second cycle
pattern coding in NVivo, using nodes and jotting, to organize patterns and themes. First
cycle analysis of the data shortly after the conclusion of each interview provided for
recency of the conversation and context and the inherent benefit of avoiding data
overload should the approach have been to wait until all interviews are complete. The
first cycle of in vivo coding allowed the participant's own language and in vivo codes to
emerge from the data. As interviews were completed, second cycle pattern coding
allowed for refinement of established codes into more meaningful and thematic
categories (Saldaña, 2013). The choice of a combination in vivo and pattern coding was
used as the study attempted to bring out the voice of volunteers and their perspectives on
what characteristics are most effective motivating them. As Miles and Huberman (1994)
describe, this combination of analysis allows the researcher to get at the nature of the
phenomena but may be subject to the researcher’s interpretation. Thus, enabling in vivo
coding allows for participants to inform the categorization that emerges using their own
words where possible (Strauss, 1987).
The data analysis spiral developed by Creswell and Poth (2018) provides a
framework for the researcher’s data analysis, starting with data collection and ending in
the representation of findings and conclusions. As illustrated by Figure 4, the steps on
data collection procedures, data management, and organization have been described by
the researcher in previous sections. Memoing and reflection took place through assigned
journal entries in NVivo, where the researcher reflected on the research project, as well as
during the data collection procedures.
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Figure 4.
Data Analysis Spiral

Source: Creswell and Poth (2018)
Methods of Validation and Trustworthiness
The theoretical framework of constructivism and pragmatism, as well as the
methodology chosen by the researcher, calls to question several issues related to validity
and reliability. Yin (2019) indicated that with the co-constructed and contextualized
nature of constructivism, there is no one, single truth or reality that is being sought.
Trustworthiness and authenticity using a constructivist paradigm are viewed as a means
in which the research leads to an improved understanding of the construction of
volunteers’ experiences with leadership and motivation.
The key to this research was to make clear that generalizability and causality are
not the stated goals, thus eliminating some of the often-debated concerns that stem from
positivists. While the research study does not claim to adopt a phenomenological
methodology, the constructivist framework of the research is best understood through
much of the discourse that encompasses phenomenological methods. Examining what
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characteristics are most effective for volunteers affords an opportunity to understand the
lived experience of volunteers at the American Red Cross. As noted by van Manen
(1997), the ability to set aside a priori assumptions and pre-established theoretical
frameworks held by the researcher provides focus on the lived experience of those being
interviewed. This was done by the use of a reflexive, intentional, and iterative approach
by the researcher.
Thick, rich description. The researcher deployed several methods to build
trustworthiness and authenticity. Creswell and Miller (2000) describe thick, rich
description as what brings the reader to the setting being investigated, giving the reader a
sense of shared experiences. The use of thick, rich descriptions was used throughout the
study in such a way that they “produce for the readers the feelings that they have
experienced, or could experience, the events being described” (Creswell & Miller, 2000,
p. 128). Thick, rich descriptions also added to the validity of the findings.
Audit trail. In addition to rich descriptions, a detailed audit trail was established
allowing external audiences to clearly examine the building blocks of the researcher’s
study. This included a research log within NVivo of all activity related to the study and
supporting documentation related to each key activity of the study such as interviews,
focus groups, and memos. Yin (2019) points out that such audit trails increase
credibility.
Independent, peer review of data collection and analysis. Peer review of data
collection and analysis can strengthen research analysis and results, as well as enhance
the overall credibility of a project (Yin, 2018). The research asked an individual with a

48
doctoral degree, qualified to analyze and critique the dissertation data collection, analysis
methods, and outcomes, to review the data, data analysis, and findings in Chapter 4.
Feedback from the independent review was incorporated into the researcher’s findings.
Member checking. Member checking took place upon completion of the second
round of coding. Focus groups that reconvened the interviewees were held via Zoom to
validate and check generated themes by the researcher as well as a copy of the draft
findings sent to interviewees to ensure their perspectives are reflected in the researcher’s
findings. This approach is consistent with the constructivist world-view held by the
researcher and a way in which participants are able to react to the themes generated by
the researcher, thus increasing credibility (Yin, 2018). Documentation of focus group
feedback was documented in NVivo and comments incorporated into the researcher’s
analysis. Lastly, as identified as a best practice by Yin (2018) to capture the essence of
informants’ responses, a draft copy of the case study was shared with informants via
email, allowing them to provide comments on the draft which the researcher may then
use to inform edits.
Data Storage and Archives
Interviews with participants were confidential and non-attributable. Archives of
all files and transcriptions were kept on file until after completion of the dissertation,
after which voice files and personal records were deleted (Richardson & Godfrey, 2003).
Thompson (2003) discusses the value of indefinite record storage and the benefits of
possible reuse of interviews for future studies, however, it is necessary to balance the
privacy of individuals’ personally identifiable data with potential benefits of future
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research. All data including consent forms were stored on a password-protected, cloudbased platform, Microsoft Cloud, and did not contain personally identifiable sensitive
data elements.
Institutional Review Board Approval
Consistent with the University of Nebraska-Lincoln HRPP Policies and
Procedures (2017), approval from the IRB was sought prior to beginning interviews with
selected research participants. In addition to this, the researcher completed the required
human subjects training (Human Research Module, Group 2 Social/Behavioral Research
Investigators and Key Personnel, and 1-Basic Course) through the Collaborative
Institutional Training Institute (CITI). Both the IRB approval and training ensured that
there were minimal risks for human subjects involved when taking part in this study.
Based on IRB Exempt Research Guidance (2017), a request for exemption was made
based on the belief that the research meets the criteria in that it would:
1. Present no more than minimal risk to participants
2. The identification of the participants or their responses would not reasonably
place them at risk of criminal or civil liability or be damaging to their
financial standing, employability, insurability, reputation, or be stigmatizing,
unless reasonable and appropriate protections would be implemented so that
risks related to invasion of privacy and breach of confidentiality are no greater
than minimal.
3. The research is not classified (IRB Exempt Research Guidance, 2017, p. 1).
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Filing for IRB approval was completed on December 5, 2019 and final approval from
IRB was received on December 20, 2019. Once IRB approval was obtained, consent
from participants using the University of Nebraska College of Education and Human
Sciences approved Informed Consent Form (found in Appendix A) was requested after
participant recruitment.
Role of the Researcher
From age 14 when I signed up for my first CPR/First Aid class as a prerequisite
for lifeguard training, I took an interest in the Red Cross and the organization's mission.
The mission of the organization of being volunteer-led, not just in the United States but
around the globe in more than 191 countries resonated with me as a youth, which I
believe tied back to my overall upbringing and family values instilled by my parents. A
combination of Catholic schooling and a family that demonstrated an obligation to care
for those that were less privileged likely shaped my beliefs and contributed to my overall
appetite for community service and non-profit work. At age 15, I joined the local Red
Cross Disaster Action Team (DAT) which provided relief to disasters of all sizes in the
community, from single-family fires that displaced families, to floods and tornadoes.
From there, I caught the disaster bug and fell in love with the humanitarian mission of the
organization.
Throughout undergraduate and graduate school, while still volunteering for the
Red Cross, I worked in investment banking and made my way up to assistant vice
president. While financially rewarding, I remember coming home at night thinking "who
am I really helping?" and feeling personally conflicted about the work I was doing in the
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day versus the work I loved doing on nights and weekends as a volunteer. There were
also larger philosophical differences I could not reconcile in the banking industry coupled
with observations around the behaviors of bank officers and the overall culture in
banking which was quite conservative. I also, at that time in life, was beginning to feel
more comfortable identifying as a gay male yet felt suppressed within the banking
industry to disclose my sexual orientation. These factors led to my eventual decision to
take a massive pay cut and to take on a full-time job with the Red Cross back in 2006.
Fast forward more than 11 years serving as the Vice President (VP) for International
Services at the Red Cross and to this day, I never look back and wonder if I made the
right decision.
So how does all this influence who I am as a researcher and the topics I am
interested in? I am greatly interested in issues relating to humanitarian aid, leadership,
and volunteerism. In particular, I have found it interesting to read the mounds of
literature on leadership studies as well as volunteer management, noting that most, if not
all, the literature on leadership are slanted towards a paid workforce. In addition, the
topic of volunteer management largely addresses the basic principles of volunteer
administration, not overall leadership characteristics that are most effective in working
with and motivating volunteers.
In my role as VP of International Services at the American Red Cross, I had the
honor of leading a workforce of more than 430 paid staff and dozens of volunteers, in
addition to working for an organization that includes 300,000 volunteers. The spirit of
volunteerism is in my blood and contributes to my interest in studying the aspects of
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leadership that are mostly applied to a volunteer workforce, with the goal of taking
applied research and incorporating it into my organization's leadership development
systems. Being in a key leadership position within my Red Cross tenure and currently
serving as a volunteer, my goal is to apply my research on volunteer leadership to
influence and inform adult training and educational systems within the organization.
As referenced in Maxwell, "any view is a view from some perspective, and is
therefore shaped by the location (social and theoretical) and lens of the observer”
(Maxwell, 2013, p. 46). My master’s degree training in economics and undergraduate
training in political science were both taught from a positivist perspective and have
influenced my research in graduate school and profession. My husband, Andy, has a
master's degree in medical anthropology which heavily deployed qualitative methods,
and I recall being skeptical about the method and techniques that he was learning. In
taking my first qualitative research course, I found myself eating "humble pie.” I failed
earlier to realize that qualitative research has many merits for human-focused topics such
as leadership. This led me to be highly skeptical of a purely quantitative approach to
understanding leadership.
In reading through the various paradigms found in Merriam and Tisdell (2016)
and Lincoln and Guba, (2005), I am seeing the merit of allowing the type of research
question to guide the methodology used. My ontological and epistemological positions
align with positions of pragmatism, interpretivism, and constructivism. Multiple truths
and subjective realities match what I often see in my professional life at Red Cross,
where two people (or more) can be looking at the same problem (or "thing") with
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completely different conclusions. Falling into more of an interpretivist approach better
allows for flexibility in using qualitative and/or quantitative methods, allowing the
research question to be matched with the most appropriate research method. A specific
effort was made in my choice of a qualitative method, including Maxwell's (2013)
recommendations in using experiential knowledge, exploratory research and thought
experiments to deepen my research instead of simply defaulting to existing
theory/research.
As a researcher and practitioner, my interest in the subjects of volunteerism and
leadership is coming from a passion and belief in the humanitarian values that drew me to
the Red Cross from the age of 14 forward. Given my positionality as well as ontological
and epistemological views as a constructivist and pragmatist, this study reflects a
problem of practice that aims to inform not only those within the American Red Cross
but also serve as a case study for other nonprofits mobilizing the power of volunteers.
Ethical Considerations
As illustrated by Maxwell (2013), as the researcher was the primary instrument in
qualitative research, addressing ethical issues was key. While there are relatively few
ethical considerations that may be perceived from this study, the researcher felt it
important to address several issues around the nature of the negotiated relationships in the
study. As described by Burman (1997), power relations may manifest themselves in
qualitative research and it bears calling out that the researcher served in a senior
leadership position at the American Red Cross and is requesting interviews with
volunteer staff. The researcher is considered both an insider, as a former employee and
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current volunteer of the American Red Cross, and an outsider as a researcher. The
perceived power dynamic is one the researcher was reflective and mindful of when
reaching out to potential research participants. The researcher did not, for example,
leverage access to participants by use of his former title of Vice President, but rather first
and foremost as a researcher. In addition, during interviews, the researcher did focus on
his position within the organization but rather on his interest in researching the question
before the study. Despite the above mindfulness, there is a slight risk of what Burman
(1997) refers to as a dominant agenda emerging. However, the researcher felt that
measures are in place to minimize this risk.
As interviews with participants were confidential and non-attributable, there were
no other ethical concerns noted. In addition, the researcher designed possible
participation in the research study such that incentives such as gift cards were not used in
order to avoid concerns. Interview participants did, however, receive personalized thank
you notes from the researcher.
Summary
The dynamic and human nature of leadership is such that a rich qualitative
methodology is best suited to better understand the primary research question of what
characteristics are most effective motivating a volunteer workforce. This chapter
addressed the methodological details of the study, including a discussion of why a
narrative case study methodology is the method of choice, as well as the data collection
methods of interviews and focus groups. Furthermore, an iterative first cycle in vivo and
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second cycle pattern coding was used to allow descriptive thematic categories from the
data to emerge.
This instrumental case study approach method best allows for the lived experiences of
volunteers at the American Red Cross to inform the study of leadership phenomena
within the organization.
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Chapter 4
Results
This chapter presents a summary of the findings from the 16 interviews and two
focus groups conducted. The interviews and focus group provided valuable insight into
the lived experiences of volunteers and the main research question: What characteristics
are most effective in motivating a volunteer workforce?
Treatment and Intervention Fidelity
Although the design of the study called for identification of volunteers that scored
a 9 or 10 on the NPS, after the initial recruitment email to volunteers, it became clear that
volunteers either did not recall taking the NPS survey or they could not recall what score
they marked. Because the NPS data is collected anonymously by the American Red
Cross, it was not possible to screen and recruit only volunteers that scored a 9 or 10 on
the NPS. For volunteers that did not recall their NPS score, or for those volunteers that
stated they scored lower than a 9 or 10 on the NPS, it was determined by the researcher
that these volunteers would still have a valuable perspective that merited an interview,
without fundamentally altering the methodology of the study. The inability to screen and
recruit only volunteers that scored a 9 or 10 on the NPS did not affect the findings of the
study, as volunteers expressed their motivation to volunteer through the interviews.
Through the interviews, it was clear that all the participants in the research who were
interviewed were highly motivated.
In addition, as described in Chapter 3, the study intended to screen and recruit
both new volunteers with less than one year of service and tenured volunteers with more
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than 15 years of service, employing a maximum variation sampling technique. Due to
limitations in Volunteer Connection to filter based on these parameters, the researcher’s
query of volunteers did not apply the years of service technique. Instead, after a volunteer
affirmatively responded with willingness to participate in the survey, the researcher
captured their years of service, which still provided rich perspectives to inform the central
research question. The inability to screen and recruit both new volunteers with less than
one year of service and tenured volunteer with more than 15 years of services did not
affect the study findings, as the purposeful random sample of volunteers without these
screening criteria resulted in a representative sample of both new and tenured volunteers.
Recruitment of volunteers occurred using the Volunteer Connection database, the
system of record for American Red Cross. Recruitment emails to the 2,000 volunteers led
to a response from four volunteers who were also paid staff. In each case, the individuals
began volunteering with the American Red Cross and eventually applied for an were
offered paid positions with the organization. While not initially in the study design,
perspectives of this hybrid of volunteer and paid employees were suspected to add
additional insight into the question of characteristics that are most effective for
motivating a volunteer workforce, and thus the researcher continued to recruit these
hybrid interviewees. As employees of the American Red Cross often supervise
volunteers, employees offer valuable insight into their experience and interactions with
volunteers. Employees, therefore, shared accounts of where they saw leadership
influencing volunteer motivation.
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Lastly, while 15 interviews were planned, 16 interviews took place. A total of 33
volunteers responded positively indicating they would be willing to participate in the
study, however, two confirmed interviews led to the volunteer not showing up for the
agreed-upon interview time. The additional volunteer, above the 15 conceptualized with
the study, responded after a reasonable open recruitment period or needed to reschedule
outside the two-week window the researcher was conducting interviews. The additional
interview was allowed under the assumption that up until the last scheduled interview a
number of volunteers would cancel or not show up for their agreed-upon interview time.
The cancelation and no-show rates were lower than expected, and as a result, the
researcher honored the previously scheduled interview allowing for another rich lived
experience of a volunteer to be included in the research.
For the 17 volunteers that expressed interest in the study but did not participate in
interviews, the researcher created a Google Survey with the same interview questions
used in live interviews, and the volunteers were invited to respond. Nine surveys were
completed by volunteers. This data was not coded as part of the study, however, it served
as a method of triangulating interview data. This group of 17 volunteers was also invited
to participate in one of two focus groups. This additional validation method both give
additional volunteers who expressed interest in the study a way to have their voices
captured in the research, as well as increasing the validity of the research. A sample of
the focus group email template is in Appendix G.

59
Data Collection
On November 23, 2019 the researcher accessed the Volunteer Connection data in
Excel, which included data from 80 geographical regions of the American Red Cross.
This produced records for 155,331 volunteers. Note that this number varies from the
300,000-volunteer number that is cited by the American Red Cross, as spontaneous
and/or dormant volunteers are not captured within the Volunteer Connection query. The
American Red Cross commonly sites 300,000 as the official volunteer number, however,
not all are officially registered in Volunteer Connection. After major disasters, such as
Hurricane Harvey, thousands of volunteers may spontaneously arrive after a disaster, not
all of whom continue to volunteer consistently after the disaster, nor register in the
volunteer database. After the volunteer query, the researcher performed a random sample
search in Excel for 500 volunteer records, as this number was expected to result in the
recruitment of at least 15 volunteers for interviews.
After IRB approval was obtained on December 20, 2019, the researcher sent an
email with the language found in Appendix B to the 500 volunteers. The positive
response rate for the survey was less than .6%. Due to the low response to the initial
email, another random sampling of a total of 1,500 took place between December 21,
2019 and December 23, 2019. Based on the initial response to the 500 volunteers queried,
the researcher believed the additional recruitment of 1,500 would lead to the remaining
number of interviews sought. A final recruitment email was sent to an additional 500
volunteers on December 26, 2019 to secure the desired 15 interviews.
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Responses by volunteers who agreed to participate in the research were followed
by the researcher sending the volunteer both the consent form found in Appendix A as
well as an electronic version of the Interviewee Demographic Survey, via a Google Form,
found in Appendix D. The researcher responded to volunteer emails on a rolling basis,
whereby the researcher was tracking the number of positive responses to fulfill the goal
of interviewing three volunteers per service area within American Red Cross.
Interviews began as soon as the volunteer and researcher were able to find a
mutually agreed upon time, with all interviews completed by January 5, 2020. Low
cancelation and no-show rates led to a total of 16 interviews, as the researcher honored
one additional interview confirmation from a volunteer. As mentioned in the prior
section, an additional 17 volunteers expressed interest in the study outside of the open
interview recruitment window. In order to use additional volunteer data to validate the
data from interviews, the researcher created a Google Survey with the interview
questions and invited the volunteers to respond. Eight volunteers completed the Google
Survey. These volunteers were invited to participate in one of two focus groups and their
data served as a method to confirm the validity of the thematic summaries from
interviews. In summary, a total of 16 volunteers were interviewed, nine additional
volunteers completed the Google Survey, and seven volunteered to participate in a focus
group discussion. Following is an analysis of the demographics of the volunteers who
participated in the research.
Study Population Demographics. The demographic data of the 16 volunteer
interviews, plus volunteers that completed the Google Survey, showed a great diversity of
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age, years of service, areas of volunteerism within the American Red Cross, and
education level. Thirteen Red Cross geographical regions were represented in live
interviews, as well as an additional six via the Google interview survey. The majority of
respondents were over 60 years of age, which mirrors that of the broader American Red
Cross volunteer population. Missing from the population was representation under the
age of 20 years old. The number of responses illustrated in Figures 5, 6, 8, 9, 10, and 11
show that out of the 16 volunteers interviewed and nine additional volunteers that
completed the Google survey, 19 chose to complete the survey. One volunteer from this
group opted out of answering the question on their volunteer area of focus, illustrated in
Figure 7, thus the total respondent number shows 18.
Figure 5.
American Red Cross Volunteer Respondent Ages

The population’s years of service with the American Red Cross were diverse,
with nearly 50% of the population serving more than 10 years. While the study design
was envisioned to employ a maximum variation technique to capture a mix of volunteers
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with under one year of service and those with over 15 years of service, the rich variety of
years of service led to a valuable range of perspectives.
Figure 6.
Years of Volunteer Service

The mission areas in which respondents volunteered within American Red Cross
was inclusive of all five primary mission areas of American Red Cross. The skew
towards more disaster volunteers matches the overall volunteer demographics of
American Red Cross, as this is the organizations largest volunteer service line.

Figure 7.
Volunteers’ Areas of Volunteerism within American Red Cross
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A large 57.9% of respondent held either a master’s degree and/or doctorate, which
is higher than the overall American Red Cross population of 30.17%. Those holding a
high school degree or a certificate training were not present in the volunteer respondent
population.

Figure 8.
Level of Education of Volunteers
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There was great diversity in participants ages, years of services, areas in which
they volunteer within the American Red Cross, and education levels. However, racial
and ethical diversity of recruited volunteers was not present. Nearly 90% of volunteer are
White and 95% non-Latino, in contrast to the entire American Red Cross population of
volunteers where 73.54% identify as White (Latino data was not available for the broader
American Red Cross population).
Figure 9.
Race of Volunteers
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Figure 10.
Latina Diversity of Volunteers

Lastly on interview demographics, 52.6% identified as female, and 47.4% male,
which is similar to the larger American Red Cross volunteer body as identified in Table
1.
Figure 11.
Gender of Volunteers
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Entire American Red Cross Demographics. According to the last published
report on demographic data of American Red Cross volunteers in 2018 illustrated in
Table 1, the volunteer base is evenly represented by males and female, of which 74% selfidentify as white, 62% as college graduates and post-graduates, and 58% as retired. Latino,
African-American and other representation from persons of color is a low 1.72% (American

Red Cross, n.d).
Table 1.
American Red Cross Demographic Data
American Red Cross Demographic Data
Under 16
16-19
20-24
25-34
Ages
35-44
55-64
65-74
75+
Unknown
Male
Gender
Female
White
Unreported
Black/African American
Two or more races
Race
Other race
Asian
Pacific Islander
Hispanic, Latino, or Spanish
College graduate
Post-graduate
Education Some college or technical training beyond high
school
High School graduate or equivalent

Percentages
1.11%
1.67%
2.23%
3.90%
4.18%
10.31%
26.46%
48.47%
1.39%
50.16%
49.84%
73.54%
20.33%
3.06%
1.11%
1.11%
0.56%
0.28%
1.72%
31.67%
30.17%
29.93%
5.99%
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Less than high school

2.24%

Process for Interviews, Memoing, and Coding using NVivo. Throughout the
semi-structured interviews, the researcher created a memo to document key themes, as
well as reflections post interview. Each participant was asked the questions identified in
the interview protocol in Appendix C. Immediately after completion of each interview,
the researcher submitted the audio file of the interview for transcription to Scribie
transcription service. Scribie was chosen as the transcription service due to positive peer
reviews as well as strong terms of service ensuring the confidentiality of data.
Additionally, Scribie signed a confidentiality form on December 23, 2019, using template
language provided by the University of Nebraska - Lincoln.
NVivo 12, a qualitative data analysis software system that assist with collecting,
organizing, analyzing, and visualizing data, was utilized by the researcher to organize
Word and Excel documents, as well as utilizing the memo feature present in NVivo.
First cycle in vivo coding, as described by Saldaña (2013), was used to code
interviews as they were concluded. This was followed by second cycle pattern coding in
NVivo, using nodes and jotting, to organize patterns and themes. First cycle analysis of
the data shortly after the conclusion of each interview provided for the benefit of recency
of the conversation as well as context, thus avoiding data overload if the researcher had
waited until all interviews were completed. The first cycle of in vivo coding allowed the
participant's own language and in vivo codes to emerge from the data. As interviews were
completed, second cycle pattern coding allowed for refinement of established codes into
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more meaningful and thematic categories (Saldaña, 2013). The choice of a combination
in vivo and pattern coding was used as the study attempted to bring out the voice of
volunteers and their perspectives on what characteristics are most effective motivating
them.
The data analysis spiral depicted in Figure 4 guided the researcher’s reflective
processes, after which data was categorized, analyzed, described, and organized in a way
to support the researcher in identifying key themes. Memo and reflection were stored in
NVivo and were a tool for the researcher to begin classifying and interpreting interview
results. The first cycle of in vivo coding allowed the participant's own language and in
vivo codes to emerge from the data. The choice of a combination of in vivo and pattern
coding was used as the study attempted to bring out the voice of volunteers and their
perspectives on what characteristics are most effective motivating them.
Upon return of the transcribed interviews, the researcher used the node creating
tool within NVivo to begin identifying patterns and themes that emerged from each
interview, using each interview as building blocks for the overall first cycle coding. For
example, after the first interview with the volunteer from the Colorado/Wyoming region
on December 22, 2019, seven parent nodes and 20 sub-nodes were created. The use of in
vivo was used by the researcher to generate the first cycle coding, where the interviewees
descriptions and wording formed the basis to code a section of the interview. Figure 12
below is a screenshot of the NVivo coding platform and provides an example where the
volunteer expressed an experience of feeling valued, which the researcher coded.
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Figure 12.
Screenshot of NVivo Coding of Participant A’s Interview Responses

The researcher continued organizing data into parent and child codes. Parent
codes represent a hierarchically organized construct for organizing coding in qualitative
research, with super-ordinate and sub-ordinate levels. Child codes represent sub-ordinate
levels and themes, and can be seen in Appendix F. Continuing with the
Colorado/Wyoming interview coding example, the child theme of feeling relied upon was
coded, illustrated in Figure 13.
Figure 13.
Screenshot of NVivo Coding of Participant B’s Interview Responses
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As the researcher continued this process, clustering of codes became evident based on
themes and patterns in the data. Saldaña (2013) described patterns as
Repetitive, regular, or consistent occurrences of action/data that appear more than
twice
. . . . They [patterns] become more trustworthy evidence for our findings since
patterns demonstrate habits, salience, and importance in people’s daily lives. They
help confirm our descriptions of people’s “five Rs”: routines, rituals, rules, roles,
and relationships. Discerning these trends is a way to solidify our observations
into concrete instances of meaning (pp. 5-6).
Working with patterns in the data through an iterative and inductive process, the
following themes were arrived at: unity of mission, technology, supportive human
environment, urban vs. rural, physical space, personal impact of mission, knowledge and
application of management.
These themes continued to be built upon during first cycle and second cycle
coding through subsequent interviews, with attention paid to ensuring use of in vivo
coding and pattern coding methods to allow the words and voices of the volunteers
themselves to be represented in the data. Pattern coding was used in analyzing data in
which, as described by Saldaña (2013),
Mostly repetitive patterns of action and consistencies in human affairs, and [the
coding technique is] deliberate because one of the coder’s primary goals is to find
these repetitive patterns of action and consistencies in human affairs as
documented in the data (p. 5).
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Patterns among the words and phrases used by interviewees emerged from the data as
seen, for example, in the feeling valued code which was identified in seven additional
interviews, such as a Misawa Base volunteer who stated “They always made me feel like
I was there as a contributor, not as a detractor…[they never said] I don't have time to
bother with you, instead can you take on this extra responsibility.” This example
illustrates the utility of using Saldaña’s methodology for pattern coding to analyze these
data. Using verbatim words and passages, data from the volunteers’ interviews were
coded and categorized into patterns from which theme could be interpreted. Deploying
Saldaña’s technique, the researcher grouped together items that represented a pattern, as
above, “not just because they are exactly alike or very much alike, but because they
might also have something in common – even if, paradoxically, that commonality
consists of differences” (Saldaña, 2013, p. 7).
Using words and phrases from the interviewee’s own language, first cycle coding
resulted in the creations of codes based on the frequency and similarity of specific terms
used by interviewees. For example, volunteer interview responses that referenced
purpose, connectedness, and learning were analyzed by the researcher as categorically
being intrinsic motivators and thus were moved as child codes under the parent theme of
intrinsic motivation. Parent and child codes are represented in Figure 12 below by color,
illustrating that the initial parent themes of leadership characteristics, intrinsic
motivation, physical space, and technology (shown in yellow) appeared most frequently
throughout the interviews.
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After completion of the 16 volunteer interviews, the final interview that took
place on January 4, 2020, a second cycle pattern coding began and augmented the master
file in Microsoft Word and NVivo, using jotting to organize patterns. The summary
analysis of both first and second level coding led the researcher to draft initial findings
that were then emailed to each participate on January 9, 2020 and is illustrated in Figure
14.
Figure 14.
NVivo Coding after First and Second Cycle Coding

A complete list of frequencies of first and second cycle coding is given in
Appendix F, complementing the visual provided above in Figure 14. NVivo Coding after
First and Second Cycle Coding. Figure 14. is truncated due to the number of child codes
and meant to provide a visual relationship between parent codes and children codes. A
further discussion of the relationship between parent codes and child codes is found in the
study results section.
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After first and second cycle coding, participants were encouraged to provide
written feedback on the initial findings and invited to provide the comments verbally via
attendance of one of two one-hour focus groups scheduled for January 12 and 13, 2020,
or if they were unable to attend to provide written comments. Two written comments
were received from participants. Additionally, 17 volunteers that fell outside the
recruitment period for interviews were invited to submit their feedback on interview
questions via the Google Survey. Nine volunteers completed the surveys, and this data
was used as an additional validation tool for the 16 interviews conducted live.
In both the first and second focus groups five participants attended, out of seven
confirmations. The focus group provided a last opportunity for member checking to
include validating patterns and themes that emerged in the research as well as offering
additional perspectives not captured in the initial interviews. Focus group members
validated the proposed themes in addition to offering insight into the weight each parent
theme held relative to the other, which is discussed in the findings section below. A
memo of captured key points raised in the focus groups was documented in NVivo.
Additionally, a summary of member checking activities is provided below in Table 2,
noting the enhanced validation that took place via the addition of the Google survey.
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Table 2.
Summary of Member Checking

Member Checking

Number of Participants

Main
Study
Interviews

Main
Study
Google
Survey

16

9

Sent
Member
Checking
Document
After
Coding

24

Returned
Themes
Summary
Finding
With
Input

2

Did
Not
Return

Interviewees
That
Attended
Focus Group

Google
Survey
Participants
That
Attended
Focus Group

28

7

3

To further enhance the trustworthiness and validity of findings, a copy of both
first and second cycle coding materials and findings were shared with Dr. Janice
Springer, who served as an independent peer reviewer for data collection and analysis
stages of the research. Dr. Springer has been a volunteer with American Red Cross for 17
years and received a doctorate in nursing practice from the University of Minnesota in
2012. Dr. Springer validated the overall analytical methods used to arrive at the proposed
coding/themes, as well as overall dissertation data collection, analysis methods, and
outcomes. Dr. Springer’s long-standing service as a volunteer provided a valuable check
on the overall plausibility of the themes that were proposed. Lastly, Dr. Springer also
generously provided comments on flow and grammar which were incorporated in the
final study.
Study Results
After first and second cycle coding of both interviews and feedback from focus
groups, four themes emerged connected to the main research question of what
characteristics are most effective in motivating a volunteer workforce, as well as the three
research sub-questions:

75
1. How does motivating the volunteer workforce differ from motivating the
traditional, non-volunteer workforce?
2. How does leadership motivate the volunteer workforce?
3. What non-leadership factors are most effective for motivating a volunteer
workforce?
Evidence from interviews and focus groups are described in-depth for each finding and
are summarized in the following sections. The four themes that emerged from the
interview and focus group data are categorized as: leadership characteristics, physical
space, technology, and intrinsic motivation of the volunteer. Volunteers are
identified/named below based on the Red Cross Region in which they reside. Many
Regions are multi-state and will appear with a
two-state title, such as New Hampshire Vermont.
Theme One: Leadership Characteristics
Several sub-themes of theme one – leadership characteristics emerged as
dimensions of ARC leadership that motivate volunteers. These sub-themes of leadership
characteristics are supportive human environment, communication, and servant
leadership. These sub-themes are listed below in Table 3, Sub-Themes of Leadership
Characteristics, and discussed in the following sections.
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Table 3.
Sub-Themes of Leadership Characteristics

Theme One: Leadership Characteristics
Supportive Human Environment
•

Opportunity to engage

•

Individualizing the volunteer experience

•

Listening to and hearing volunteers

•

Other elements of a supportive human environment
o Recognition and appreciation
o Feeling valued
o Ability to pick and choose volunteer activities

Communication
Servant Leadership

Twenty-seven codes, one parent code and 26 child codes, were generated through
second cycle coding of interviews relating to characteristics of American Red Cross
leadership. These child themes are indicative of sub-ordinate levels of the overarching
theme of leadership characteristics. Using the in vivo and pattern coding through first
and second cycle coding described prior, the researcher analyzed repetitive patterns of
action, wording, and consistencies within interviews to narrow coding into themes. As
illustrated in Appendix F, the most frequent codes were used to formulate the below subthemes. The researcher analytically evaluated each of the 26 child codes generated and
deployed inductive reasoning to arrive at the parent theme. For example, the child codes
of listening to and hearing volunteers, feeling valued, and individualizing experiences
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were grouped by the researcher under the leadership sub-theme of supportive human
environment because each of these codes is a behavior or characteristic of American Red
Cross leaders that creates a supportive human environment identified in the interviews as
motivating to volunteers. This process was repeated and refined through the coding of
data and is indicative of a qualitative researcher’s goal in finding repetitive patterns and
consistencies in the data (Saldaña, 2013).
Supportive human environment. Supportive human environment and related
child themes such as opportunity to engage and individualizing the volunteer experiences
emerged as sub-themes of leadership characteristics. The characteristics of Red Cross
leaders that represented the theme of supportive human environment are also related to
the theme of leadership characteristics, as well as more distinctive behaviors identified
as sub-themes of communication and servant leadership. For example, volunteers
described examples of effective leadership where volunteers were provided with
opportunities to engage in various volunteer activities, while also identifying effective
ways of communicating that leaders used. Both of these leadership characteristics,
effective communication and providing opportunities to engage, contributed to increased
volunteer motivation.
This clustering of leadership elements contained 20 child codes, as a result of the
in vivo coding method used to best capture the lived experience of volunteers in their
own words. Within the child codes, opportunity to engage, individualizing the volunteer
experience, and listening to and hearing volunteer saturated the data. Using the inductive
process and pattern coding techniques, the researcher identified these child themes as
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sub-ordinate levels of the parent theme of a supportive human environment. The sub
themes under each of these represented further thematic clustering of themes using superordinate pattern coding techniques.
Opportunity to engage. The element of providing volunteers the opportunity to
engage took on many forms in 14 out of the 16 interviews conducted. This sub-theme
was inductively based on repeated instances from volunteers stating that leadership
provided opportunities for them to meaningfully engage in volunteering. The sub-theme
of opportunity to engage was recognized as a behavior or characteristic of American Red
Cross leaders that creates a supportive human environment, and thus motivating to
volunteers. The Greater New York volunteer made the point that:
Volunteering with the Red Cross is one of the greatest things 'cause it gives us an
opportunity, they give us an opportunity to be able to help people out, and that's
being out on the street, and that's the biggest thing. So as far as the leadership
goes that's one thing.
The Missouri Arkansas volunteer 1 simply stated “What motivates me? The opportunity
to help people, the opportunity to make a difference” as he went on to describe his
experience deploying to Hurricane Harvey in 2016. Just by giving volunteers an
opportunity to engage, interview data saturation points to an increased motivation to
continue volunteering. The Colorado Wyoming volunteer further emphasis this point in
stating:
I'm someone that they want to count on and someone that they do count on and
someone that is a vital part of the mission; those kinds of things really motivate
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me. So knowing that I was an essential part of what they were trying to get done
and that people felt like, "Gosh, we don't know what to do, let's call [redacted
name], she'll know what to do.
Individualizing the volunteer experience. In 12 interviews, volunteers used
language and told stories that pointed to the value of individualized volunteer
experiences; personal connections to either paid or volunteer American Red Cross leaders
which could lead to motivation. This sub-theme was inductively based on repeated
instances from volunteers discussing how their onboarding and engagement experience
with Red Cross was personalized. The sub-theme individualizing the volunteer
experience was identified as a behavior or characteristic of American Red Cross leaders
that creates a supportive human environment, and thus motivating to volunteers. A
newly recruited volunteer with less than 2 months in service described a personal
experience he had in his recruitment process:
[A former Red Cross employee] had a responsible position with the organization,
and she's terrific, she's bright, and outgoing and easy to talk to, and when I
expressed an interest in learning more about the organization, she was very, very
helpful. But I think she's now retired and having met just really two of the staff
people who were there, one of whom interviewed me when I first expressed the
interest and went in and filled out a bunch of biographical data. And then
secondly, was a young lady I'm guessing somewhere between late 20s and mid
30s who carried out what was part interview, I think that was one of its amazing
goals, but also an information, a teaching session about volunteering at the Red
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Cross. And normally, she would have had, oh, I think three or four volunteers or
potential volunteers who were in this orientation session, but that particular day, I
was the only one who was there, and we had a delightful, I'd say hour-and-a-half
going over various things about the Red Cross. (National Capital Region
volunteer)
Universally in interviews, there was a sense of a personal connection, not solely online,
to either a paid or volunteer leader within the American Red Cross. The New Hampshire
Vermont volunteer provided kudos to her paid staff contact stating when asked about
volunteer motivation:
It all comes down to the niceness of the volunteer coordinator. I used to work
under two women and then now [name redacted] has taken over both the
Hampshire and Vermont and she's just awesome, she just knows how to do it
exactly right, she's great and [name redacted] before her was amazing. [name
redacted] just moved into a different job but they both just so, I don't know, they
just know how to do it, I don't know how you would describe it but you could
clone those two.
A prominent Massachusetts volunteer who is also largely active in the Tiffany Circle, a
national women’s philanthropy leadership circle where women commit to providing at
least $10,000 per year, described how best practices in philanthropy could be applied to
motivating volunteers:
I think we need more phone calls and personal touches. We say that in Tiffany
too. I mean, we try to onboard new members, we have a whole package they get
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and... But really, it's the phone call from someone, someone not even in our
region that says, "Hey, welcome to Tiffany. Thank you for joining and reach out
any time you want," It takes two minutes to do that, right? And we should be all a
little more mindful to do more of that.
The Missouri Arkansas volunteer, who began donating blood in 1994, went on to work
full time for the American Red Cross and then upon retirement began volunteering again.
He provided an interesting perspective on how individualizing the volunteer experience
may lead to motivating volunteers:
I've always felt that the paid staff's job is to figure out what the volunteer wants.
The volunteer comes into the Red Cross and they have a picture of them in the
Red Cross. And our task is to discover what that picture is. They wanna be a hero,
they're doing this because it's a career building thing, they wanna be a firefighter.
So while they're in college they're also volunteering at the Red Cross, looks good
on their resume. They wanna go into government service. Whatever it is there's an
agenda there and it's okay. And it's okay to only volunteer with the Red Cross two
or three years. So you're making that conversation overt and out in the open. And
so there's hundreds of different reasons that a person can wanna be in the Red
Cross and they're all good ones. And it's up to us to figure out what those are,
have the conversations, and then put them in place, facilitate their finding a place
that satisfies that and satisfies what our needs are. And it's personal... It's always
personal, it's the thing I try to stress is that it's a conversation and it's one-on-one
and you can't think in terms of group things. If you're sending an email out to a
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group you're gonna get less of a response than if you call somebody, or better yet,
see them face-to-face and have the conversation.
Listening to and hearing volunteers. In ten interviews, listening to and hearing
volunteers appeared as a recurring theme. This was inductively categorized and defined
as having leadership that were both willing and present to listen to and hear from
volunteers. Missouri Arkansas Volunteer 1 stated that “the best leadership quality…is the
ability to listen with an open mind. The desire to hear what other people have to say.”
Irrespective of age, Colorado Wyoming Volunteer made that point “I don't care if you're
20 years old or 120 years old, you probably have room for growth. So not being afraid to
ask those questions, and not being afraid to hear those answers.” The volunteer appeared
to want not only to be heard but also encouraged to be part of solutioning and decision
making within the American Red Cross. Greater New York Volunteer shared a story of
his deployment to the Joplin, Missouri tornado in 2011, where he and another volunteer
were trying to provide recommendations on mission-related service improvement to a
supervisor:
The biggest thing was he really wouldn't listen to us as firefighters. If we were
trying to explain to him that we can reach more people doing a mobile drop than
we could reach more people doing a stationary set up… We could take a truck,
and we could go to one area and park it and take things out, and people would
come and pick it up. You know people would pick whatever they need. But the
only thing is, if you're talking in the middle of a disaster, people don't have cars to
get around. So if you set it up in a local neighborhood, you're only gonna get local
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people. But if you do a mobile drop, you're reaching people that can't get around,
that need that truck to drive around with...[The supervisor] goes "Well, why do
you guys keep coming back with full trucks?" [laughter] We said "Well, we're in
the same location, we're trying to explain to you. If you give us a mobile drop
we'll be able to go street to street. He goes, "What? Did you drop the load some
place? I said, "Hey listen we're New York City firefighters, we don't work like
that," we went over and you give us the opportunity, and by the end of that like
three days after that, he came over and we had a meeting with everybody and he
says, "I wanna make an apology to the New York City DART Team, the New
York City Fire Department DART Team, I would like to apologize, I will never
underestimate your ability to make decisions on and whatever you guys need, you
guys have."
A longtime volunteer from the 1970s who went on later in life to work for the Red Cross
further illustrated this theme of listening:
What motivated me a lot was knowing that my volunteer experience was valued
by the organization, and that I had a real voice, not lip service voice, "Yeah well,
he's just a volunteer. So we'll let him talk, but then we're gonna do what we wanna
do over here." And it felt... It always felt like my volunteer voice was valid and
validated, and was heard. And I think that that was really important.” (Misawa
Base volunteer)
Other elements of a supportive human environment. While not fully saturating
the data, several other patterns and themes are of interest and include eight interviews
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with themes around feeling relied upon, as well as eight interviews that include themes
around recognition and appreciation. A full list of these child themes can be found in
Appendix F, illustrating the relationship among the parent and child themes. The theme
of feeling relied upon came through in volunteers expressing that they felt like they were
needed. Iowa Regional Volunteer described
I thought that I might be called out for the California fires this time. And then,
they didn't need us at all. But I really like the idea of being called at a moment's
notice, "We need you, come quick." That just appeals to me. [chuckle] Well,
yeah, and it's... I mean, it's kinda hard to run away from somebody that says, "I
need you."
Additional validation came from other volunteers such as the Colorado Wyoming
volunteer who made the point “I can do this, I can have an impact, I have the skills to
really make a difference, and that people count on me for that, has been a big motivating
factor for me.” One volunteer even spoke of the symbolic badge of honor that came with
volunteering, describing a story where a fellow volunteer in a disaster-impacted
community asked "You guys wanna go to the worst spot?" and the Greater New York
Volunteer stated, "Yeah, we just responded to 9/11 four years ago and well, we can
handle ourselves."
Recognition and appreciation, part of the other elements of a supportive human
environment, was described by eight volunteers and ranged from simply receiving a
verbal thank you for service to receiving formal items of recognition. “The appreciation
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factor goes a long way [chuckle]” said the New Hampshire and Vermont volunteer. She
continued by offering remarks about her paid counterparts stating
I happen to work for a couple of volunteer coordinators that are unbelievably
good at appreciation. So that does keep you going. I had a boss at my paid job that
wasn't necessarily so appreciative she was more suspicious and that was wearing.
[chuckle] So that's a difference.
Northern Coastal California Volunteer 1’s appreciation and recognition factor included
mention of an award he received for his volunteer hours. “And as a result [of my
volunteering], last year I got a 1,000-hour award, and this year I'll get at least 500, if not a
1,000.” These tokens of appreciation were noted as motivators for volunteers and
elements of pride, including low-cost items with the Red Cross emblem. Western and
Central New York Regional Volunteer stated
Oh I like wearing the shirts. Shirts. The swag. Important things. [laughter]
I was so excited when I got my first t-shirt. I was like, "Oh yay!" Other
things...
I have lots of Red Cross t-shirts; t-shirts, and sweatshirts. All those good
items too... It goes back to your point around being proud of the
organization too.
While not saturating interviews, 7 interviews were coded for both themes of
feeling valued as well as the ability to pick and choose volunteer activities. These themes
will be discussed in more detail in Chapter 5 in terms of potential future research
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although not fully detailed here due to their low frequency of appearance within
volunteer interviews.
Communication. The leadership characteristic of communication appeared
clearly within eight interviews and ranges from volunteer stories of good communication
from American Red Cross paid staff to volunteers as well as the accessibility of
leadership for communication to volunteers. The communication theme emerged as
defined by volunteers in unique ways, such as leadership providing clear messages,
frequent contact, and other modes of communication. Utah Nevada Volunteer, a
prominent board member of the chapter stated:
The one thing that really stands out is communication. They've been very good at
providing communication, from my perspective, with what initiatives are going
on, how do we need help, here's what our meetings are, here's some follow-up
from the meeting. So communication has been very good.
New Hampshire Vermont Volunteer also emphasized the role of good communication
including “availability too if you have their phone number you can text them, you can
email them so that they're available…so if you start freaking out about something you
can just talk to him.” The contrast of good leadership communication skills vs. poor
communication skills can be illustrated through the account of the Western and Central
New York Volunteer who offered a story of frustration when she first began volunteering
I started in North Carolina. So, and this may be very much a motivational piece
when I think about it, because when I started in North Carolina, somebody
reached out to me probably a couple weeks after, and got me and sat me down
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and told me to do this, that and other things. I didn't really hear from them again.
Emails, of course, but nobody ever really reached out and talked to me or called
me or... And I was supposed to be doing, like responding to fires and stuff in the
county that I was in, but they couldn't... It was such a rural area there was nobody
else, and they never connected me with somebody to actually get me to a fire.
Nobody ever really reached out. I went to meetings and stuff like that. But when I
came here, I had two or three phone calls from different people within probably
the first month of my... Getting my transfer, and that was noticeable... And meant
a lot to me 'cause that made me feel like you're going to be part of this, and we
want you to be part of it.
Iowa Region Volunteer shared her perspective on the role of clear communication and
the right frequency of communication from leadership, stating that “they tried very, very
hard to be excellent with communicating to all of their people what was going on and
what would be expected of them.”
Servant leadership. Servant leadership as a sub-theme was arrived at based on
the frequency of descriptions by volunteers of various servant leadership attributes such
as personable, genuine, setting expectations, accessible, hospitable, kind, calm, no ego,
open, knowledgeable, and caring. When describing the various characteristics that
motivate them, volunteers described a wide range of servant leadership qualities. These
qualities of servant leadership are based on the idea of leaders being a servant first
dedicated to their followers and were described in vivo using words such as personable,
genuine, setting expectations, accessible, hospitable, kind, calm, no ego, open,
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knowledgeable, and caring. Missouri Arkansas Volunteer 2 described a senior leader
within American Red Cross, calling him one of the best leaders he had seen:
[name redacted] is an awesome example of the top-down. I have seen him... He
came to one of our institutes, not a training institute, but a retreat with our staff,
and was sitting around drinking coffee or tea or whatever, bullshitting with 10 or
15 people. Nobody who was technically speaking important in the hierarchy of
things, but he was talking to them and asking them, being engaged with them,
stuff like that, creating what I felt was an absolutely memorable couple of hours
experience.
Western and Central New York Volunteer talked about the power of just being
personable and interacting with volunteers:
The one lady that I met with... I mean we sat and chatted like we were old friends,
[chuckle] had known each other forever... We had really just met but she had a lot
of information and was willing to talk about what she knew, was willing to get
feedback, which was another good quality and she was just really excited and
she'd been doing it for a long time, for her to be able to continue with that, is
motivational for me, anyways. It's almost like contagious.
The energy and sense of connection when servant leadership skills were present appeared
in many parts of the interviews throughout the study. As Missouri Arkansas Region
Volunteer 1 discussed:
The best leadership quality I would say is the ability to listen with an open mind.
The desire to hear what other people have to say. A good leader to me is one that
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wants something done and will incorporate the best ideas, irrespective whether it's
theirs or it comes to them, or they see it on the back of a box of corn flakes or
whatever. The idea, the goal, is to get the job done. You know, somebody once
said, "It doesn't matter... There's no limit to what you can do if you don't mind
who gets the credit." And that's kind of\, to me, that's the sign of a good leader. A
good leader is one who can get people motivated to do the job in the right way. It
doesn't matter whose idea it initially was, or whose idea it becomes. As long as it
gets the job done.
Theme Two: Physical Space
Through one of the three research sub-questions, What non-leadership factors are
most effective for motivating a volunteer workforce? non-leadership characteristics were
explored during interviews with volunteers. The second theme that emerged was the role
that physical space plays on volunteer motivation. The definition of physical space was
not provided by the researcher and volunteers were given room in how they interpreted
the term. The most common manifestation of the term was that of Red Cross buildings or
service delivery sites. The concept of physical space was mentioned as impacting
volunteer motivation, both positive and negative, in 13 interviews. Focus group
validations made clear that physical was not a top motivation characteristic but
nonetheless was a factor. The most prominent element of physical space that was
mentioned by volunteers was the role that physical space plays in enabling community
building and connectedness (a theme that is further discussed in theme four: intrinsic
motivation). National Headquarter (NHQ) Volunteer 2 discussed how the changing
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technology (explored in theme three) has impacted physical connectedness with
volunteers:
I think you can do a lot of things on electronic platforms. And so, I really feel
strongly about the use of them, but I do think that there has to be some space in
the Red Cross for physical meetings, face-to-face engagement…I get it in terms
of using the donor dollar wisely and trying to do class work electronically and
everything, but I think that volunteerism requires more face to face engagement.
And I think part of that ties into that enthusiasm piece, you know, when you're
physically with somebody, you're working on a project together you see that
energy, you feel that energy, it's much more powerful in person. But I don't know
that you need a space that you always are going to like a chapter per se.
The volunteer emphasized that a Red Cross building is not needed and that it could
simply be a community center or meeting space and even offered a proposed ratio of face
to face meeting versus virtual by stating “That has to be part of the consideration…for
really engaging volunteers effectively, is physically getting together. I don't know what
that percentage would be, like 70/30 probably or 60/40... 70/30 I think, would be enough,
but just enough.” The positive role that space plays in connecting volunteers and paid
staff was also discussed in the interview with Colorado Wyoming volunteer:
I'm lucky enough that my Regional Volunteer Services Officer [paid staff] out
here has a really big sense of the importance of our physical space, and so we're
lucky to have a great environment. It's very open, what we call it, the volunteer
loft and so it's a big open space. We have couches, we have a little bit fancier
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coffee than what gets made in the bulk machine, we have candy bowls that sit out,
and usually goodies sitting around. It's almost turned into like a living room and a
dining room space, [chuckle] but we have this sort of living room area with a
coffee table and a couch and two chairs. And then next to that, we have a bar
height dining room table where people can sit there, and we have a big conference
table in that space, and then we have several workstations, but they're all open, we
don't have tall cubicle walls. They're open so that people can see one another and
work with one another, sit at their desk and just look across the room and say,
"Hey, I need help with this." And we have an open door... I wouldn't say it's an
open door policy, but more of an open door culture.
The physical conditions of the various Red Cross buildings were also discussed
by volunteers and the role that these conditions may have on motivating volunteers:
The chapter that I'm involved in with [location redacted], the physical space is not
appealing at all. They are looking for a new space and will be moving, but the
location that it's in currently is not appealing, it's not easy to necessarily get to, in
fact my first day as a board member, the signage wasn't really good and I went
into a wrong door and ended up in this maze. It just wasn't a good experience.
But, it is a temporary space and I know they are moving.
The bare nature of the office was echoed by Northern California Volunteer 1 who stated:
“our office is a very bare office that is furnished with folding chairs and folding 6-foot
Costco tables, a couple of used office desks.” Spaces that appeared to motivate
volunteers were also evident in interviews, as evidenced by Massachusetts Volunteer:
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We have a beautiful place in Worcester, it's up on a mountain, so that space is
nice. I think it does matter, for me anyway, if I show up and I think things are
clean and look organized. And it makes a big difference in my impression of the
people presenting, whether I'm going to learn how to drive an emergency
response vehicle or getting ready to do a blood drive. Blood should always be
clean and neat, but the disaster part of it always didn't seem so organized. I went
to Chicago I was so impressed with their Red Cross wallpaper even, like these
little touches are just special, right? Like, "Where can we get that wallpaper?" So
yeah, so I think physical place and space matters.
The motivation power of the physical space was also vividly described by Misawa Base
Volunteer as he described his experience visiting the Mile High Chapter in Denver,
Colorado:
They have a whole room …of the history of the American Red Cross and
different events and it's beautiful. If it were a museum, it would be terrific. But I
have to say there was something really motivating, reinforcing, what's the word
I'm looking for, grounding for me to be able to see. And it was not only American
Red Cross, they then integrated activities within Colorado into the timeline, it was
terrific. Those kinds of things in that physical space channel, those kinds of things
make me feel like I'm part of something so much bigger than myself.
Another aspect of physical space that was discussed by volunteers was that experienced
during disaster deployments. While disaster response operations were described as
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chaotic due to the nature of the event, the role of physical accommodation such as
sleeping spaces surfaced in interviews, as that described by the Iowa Region volunteer:
They got us hotel rooms to stay in, which we felt like were luxury because we
expect... We had brought our sleeping bags, we were expecting to sleep on cots in
some shelter someplace, put out through the Red Cross, but they treated us like
royalty.
Missouri Arkansas Volunteer 1 further described the role that physical space, including
the security of that space, may play on volunteer motivation:
If I'm on deployment, as long as I have a place to sit and a place to put my laptop
and a place to sleep, preferably not in a shelter, because I'm getting too old for
cots, I'm okay. I'm okay. I've slept in shelters…as long as the environment is safe,
I think safety is the paramount thing, and I've been on [disaster relief operations]
where we've pulled out of areas because of the safety issue. We've left hotels
because of safety issues. But the space is not, to me, that big of a deal. I know it is
for some people.
While Northern California Coastal Region Volunteer 1 stated that the physical space was
not particularly important for motivating him, he went on to describe:
Physically, the shelters I've worked at are all yucky. That hadn't got anything to
do with anything. Matter of fact, it's almost a badge of courage. Where people
will come back, and tell you how terrible the shared staff shelter was, they lived
at. And then they'll show you their scars. The physical accommodations are the
pits. You get to sleep on a cot, with two blankets over you. The staff
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shelter…there's people coming and going, all hours, day and night. So you may
get some decent sleep. Obviously, fine dining is not the reason one volunteers for
Red Cross.
Theme Three: Technology
As with theme two, non-leadership characteristics were explored during
interviews with volunteers. In 13 of the interviews, it became clear that technology plays
a role in either positively adding to or detracting from volunteer motivation, and in most
instances was a potential demotivating factor. The researcher did not define the term
technology, and rather allowed the term to manifest from interviews. The most common
reference to technology was that of Volunteer Connection, the official volunteer portal
for volunteers, as well as access to online training platforms and email as a form of
communication. Overall, the positive experiences that volunteers mentioned appear
associated with the recent investments that the American Red Cross has made into
modernizing its IT infrastructure. Northern California Volunteer 2 stated:
Volunteer Connection [the official volunteer database] has been awesome. I love
tracking my hours. It makes me feel... Because it's the easiest thing in the world to
go in and put them in there, and it just makes me feel good to actually go in and
enter them. And it's just been kind of cool, because it really does sort of give you
that strong sense of satisfaction.
Additional evidence of the role that technology can play is evidenced by a simple
acknowledgment by Iowa Region Volunteer “Well, I don't think that it made a difference
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either way in terms of my motivation, but I have to say that, I was really pleased that just
about everything that I needed, I could do on my phone.”
The impact of the technology not only on the volunteer’s user experience but also
as the technology impacts the end mission of the American Red Cross was also discussed
in several interviews. New Hampshire Vermont Volunteer discussed her experience as a
blood drive volunteer where she saw the impact that the investment in technology has on
blood donor’s motivation:
The software has improved a lot. The software has come a long ways in the last
couple of years…Everybody knows more now to sign up online rather than be a
walk-in and they know to read their Rapid Pass on their phone, I think that's come
a long ways in a couple of years, it all seems to work more smoothly…I don't hear
as many people complaining about not being able to get it to work.
Another account from Headquarters Volunteer emphasized “New technology, it
motivates people in that it helps... It helps in that you're... In that it makes the job easier
or it gives you better information with which to do the job and help people out.”
Clear detractors from motivating volunteers emerged strongly within interviews,
where it was evident that the increasing reliance on technology in lieu of personal
connections with paid staff and process were of concern. As Volunteer Connection has
been heavily leveraged as the entry point for prospective volunteers, fewer opportunities
to interact with a paid or volunteer leader when considering volunteer opportunities were
highlighted in interviews:
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I think filling out your first form to get on the site is not exactly easy, it's time
consuming and a lot of people don't want to sit down and do that, especially if
they're working. (Massachusetts Region)
The heavier reliance on tech-based solutions appeared not only to detract from volunteer
motivation but also could have an impact on providing service to clients of American Red
Cross if volunteers were not trained properly. Missouri Arkansas Volunteer 1 stated:
There's nothing more frustrating than to not be able to do your job because you do
not understand how a particular program works, and I've seen this. I've seen
volunteers get frustrated and actually leave the Red Cross because nobody would
take the time to show how a disaster assessment collection data process is
supposed to work, or some related type program like that... People don't have time
to show you. And if I do have a complaint about the Red Cross, it's that
sometimes they put out these new programs, these other new technologies I would
say, without adequate training….
He continued to explain that while the technology has great potential in furthering the
ability of American Red Cross to effectively deliver its mission, that human support is
needed in order to properly train volunteers and paid staff on the systems:
If it's important enough to use, it's important enough to teach a person how to use
it, and telling them to go to a site and read about how to do it doesn't get the job
done, I don't think. I think it does two things. It's a poor method of teaching, and it
shows that you really don't care about the volunteer.
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One volunteer who took on a paid position noted that their volunteer engagement scores
were negatively impacted by concerns volunteers had on technology and as a result,
We created what we call a Volunteer Leadership Council, so it's volunteer-led.
They take a look at our volunteer satisfaction surveys and the comments in those
surveys, and what they've done is divide up the areas of improvement by some
major buckets, and one of them is IT.
Theme Four: Intrinsic Motivation of the Volunteer
In each of the 16 interviews, a clear illustration of the intrinsic motivation of each
volunteer was demonstrated. Emphasis was detected in each interview regarding
volunteer motivation that was less about extrinsic factors, such as rewards or praise, and
more so about the individuals themselves. The category of intrinsic motivation was
defined, therefore, based on behaviors identified by volunteers driven by the enjoyment
of tasks, such as passion and purpose. Volunteers described how much of what motivates
them comes from within themselves and demonstrates not only strong intrinsic
motivation, but also a personal impact or connection to the Red Cross mission:
Yeah, for me it was mostly self-driven. The desire to be able to have an avenue to
do something good or to do something helpful. And it was not long after Joplin,
that really I was like, "I gotta do something more." And I think the self-drive was
there, was a big part of it, and I think knowing, having a good idea of what is
available in the Red Cross that works for you that really meets the thing you like
doing was an important part of it. That took me a while, but it was the personal
drive, I would say is huge… the biggest for me and keeps me motivated to stay in
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the Red Cross. I think that has to be a big part of it or you kind of just fizzle out
and move on to the next thing which a lot of volunteers do and I get that, but if
you're really passionate about what the Red Cross does, I think that's the biggest
piece of driving that volunteerism forward. (NHQ Volunteer 2)
A Western and Central New York Volunteer adds to the context of how intrinsic
motivation is key for her and contrasts her experience in her paid roles:
Because I'm not necessarily motivated by the money…even when I worked at U
of R, we used to have to do negotiations, and there are some people that that's all
they think about. For me it was more... That you did a nice job, congratulations.
Constructive criticism…don't yell at me, but so long as I'm learning. So for me,
there's more of an intrinsic motivation with everything, pretty much everything I
do.
The other 14 volunteer interviews identified clear accounts of intrinsic motivators. This
was evident in interviews such as Colorado Wyoming volunteer stating that motivation is
not about awards or physical items, and feeling “increased responsibility, leadership
positions, things like that, and feeling like I'm someone that they want to count on
…someone that is a vital part of the mission.” Utah Nevada volunteer also stated that
what motivates him is to “help people, help communities, it shouldn't matter if you're
paid or not. You are doing the initiative for the people in the community.”
Ability to impact the mission. Within the cluster of themes regarding intrinsic
motivation, ability to impact the mission emerged as a child-theme of intrinsic
motivation. This was described across all 16 interviews as a motivator for volunteers
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wanting to make contributions to the Red Cross’ mission of alleviating human suffering.
Colorado Wyoming Volunteer stated "Oh gosh, I can do this, I can have an impact, I have
the skills to really make a difference," and that people count on me for that, has been a
big motivating factor for me.” Or, as stated by Iowa Volunteer:
Well, I wanna make a difference, which I think when people do volunteer or do
anything in this world to try to make it a better place, it's because they really
wanna make a difference. And I would like to have as my legacy as someone who
loved children and did a lot for children and was good at it.
The attraction to the Red Cross mission and calling to something greater than oneself
appears as a key motivator as recalled by a Misawa Base Volunteer:
Simply because I really am motivated by the mission, and believe that as a pretty
unique organization, we do stuff that nobody else can do or we do it better, or
much of what we do within Service to the Armed Forces, we are the only ones
that do that, like emergency communication. So it's knowing that there's
fulfillment.
Additional discussion of this sub-theme appeared in all interviews, manifesting itself in
comments such as that of a Greater New York volunteer who stated “the biggest thing is
knowing that there are people out there that need your help and they rely, they really rely
on you doing what you do.”
A personal impact or connection to the Red Cross Mission. Another key theme
that emerged from interviews was a personal impact or connection to the Red Cross
mission. In 10 out of the 16 interviews, volunteers shared personal accounts about how
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they came to know the Red Cross as well as some of the motivators that led them to
volunteer for the organization. A retired 9/11/01 World Trade Center firefighter shared
what led him to volunteer as a Red Cross volunteer during Hurricane Katrina:
And the thing that really stuck out the most for me, I was down in the hole
digging [doing search and rescue after the 9/11 attacks], but if you came out,
outside the barriers that the... The police line that was set up around the perimeter,
you would see there'd be a Red Cross worker handing you a bottle of water, or
handing you a pair of gloves, or handing you a flashlight. The presence of the Red
Cross was so big down there that it was overwhelming to see that people came
from all over to help us out. What ended up happening was in 2005 Katrina hit
and the fire department retired me in 2002, so I had a void…So for me, I had to
find a purpose. I had to find a purpose, and I wanted to give back to people for
what they've done for us, as far as on September 11th. So the one way, I knew a
lot of people were saying prayers for us, so those count, the people doing things
for us. 'Cause there were times down at the Trade Center, you were just so
exhausted that you would close your eyes, you would stand up and close your
eyes for three or four minutes, and the next thing you know, you felt, you got a
shot of adrenaline, and you felt like you were sleeping for over 24 hours, and you
went right back in and started, and the only way I can think of that was you had a
lot of people praying for us. So those are the people I wanted to give back to,
people that came down, people that helped us out.
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Another American Red Cross volunteer from the National Capital Region who retired as
a dean of a high-profile university and medical center in the D.C. area shared how his
experience with the collection of blood earlier in his career motivated him to volunteer:
I really wanted to do a hands-on thing, and in my earliest days I collected blood at
Bellevue Hospital, and performed the duties of the people that collect the blood
itself…that was more than 50 years ago. And so, I'm very happy to just serve as a
clerk, and an intake person for those who were volunteering to give their blood,
which we both know is a very important function. The Red Cross plays a
tremendous role in the health of our cities by doing what they do.
Intergenerational volunteerism was shared by volunteers such as New Hampshire and
Vermont Volunteer
It was because my parents were really active with the Red Cross. And my mother
used to teach baby sitting and my father [did a lot of work maintaining the chapter
building]. They were just really active in the Concord New Hampshire Chapter.
An additional powerful account from a Colorado Wyoming volunteer whose family was
personally impacted by the Red Cross mission shaped this theme:
My parents were evacuated for about a week and I lived just across the street from
the evacuation line, so it was a little nail biting for a while there. And I just
wanted to do something. I didn't wanna sit and watch, and I had the thought that a
lot of the people that are able to participate probably signed up and trained and
got ready and prepared themselves to respond, so I probably should do the same.
So I kind of hemmed and hawed. I, myself, am getting a degree in Human
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Services. And at the time, I was looking for an internship as well, so it seemed
like Red Cross would kind of fit both of those things for me.
Another volunteer personally experienced the mission of the Red Cross when a bus
carrying her five other siblings, and parents, lost control and flipped three times into a
ravine:
I remember some stranger, some guy must have seen it and pulled over in his car
and ran to the back of the bus and pulled me out and pulled my sister out and we
all got help out from just complete strangers, and then we went to the hospital, my
brother did have a leg injury, but there was somebody there from the Red Cross,
who just came over and talked to me and my little sister and just were so sweet
and said "How are you doing?" …just trying to make us feel better. And I just
remember the Cross, the little Red Cross and then when I became old enough to
kind of, it was after my dad died too and he had died a couple of years before that,
I just started really evaluating what kind of person do I wanna be and I
remembered that woman and just that took me to the Red Cross office to look at,
in Tampa, to look at what types of things I could do, 'cause I knew they responded
to house fires and things like that, and I thought what a difference that makes even
if you're just standing there talking to them and showing support at the worst
times in a person's life.
This personal connection and impact to the mission of the American Red Cross was rich
and detailed and expressed with emotion and depth that quickly stood out to the
researcher.
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Connectedness. Another element of intrinsic motivation that appears almost
universally through the 16 interviews is the element of connectedness. This motivational
element is understood to be that in which a volunteer is motivated by a sense of
community with other volunteers:
I really, really love the people. I happen to be a part of a really, really strong
chapter with really strong leadership, and we're a lot like family, so that's a really
big highlight for me. (from a Colorado Wyoming Volunteer)
This is further manifested by a Massachusetts volunteer who plays a key role not only as
someone who volunteers her time, but also within American Red Cross’s women’s
philanthropy leadership circle which required an annual gift of $10,000 per year:
the friendships you make through your volunteering are also really, really great.
Besides Tiffany, all the other people I have met in my community and other
people, for me, I get to meet people that are doing the packaging all the way up to
the presidents of companies. So it's very diverse in the opportunity for me to
donate and volunteer.
When asked what variables play a part in motivating her, aside from leadership, one
volunteer from Western and Central New York summarized “It is, I think, the feeling of
belonging.”
Learning. Eight of the interviews highlighted the motivational role that learning
plays in a volunteers’ experience. Opportunities to take workshops and courses as well
as on the job learning through leaders and peers were themes that were heard through
interviews with volunteers:
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I'm a pretty ambitious person. And so, I was able to go into my chapter and say,
"I'd like to learn more about this," or "I'd like to be on that team," and they really
gave me the chance to explore, to try new things, to get involved in a bunch of
different ways. And so I've worn so many different hats over the last six years or
so, and just loved every bit of it (from a Colorado Wyoming Volunteer).
The Misawa Base volunteer discussed the various opportunities that were presented to
him over his long tenure with the organization, ranging from being sent to national level
trainings and the connection this had to make him feel part of the American Red Cross
mission as well as meeting new people. He stated:
I got to know the folks in that chapter and did training there as well.... So
suddenly I'm going to other chapters, they're utilizing my skills, and so I felt
really incorporated into the system. I felt like they depended on me. And I think,
if I could think of anything that in my mind would motivate a volunteer, it's
knowing that I'm making a meaningful contribution, something that maybe others
could do it, but certainly I can do it, and it's important to me to be a part of this.
Other elements of intrinsic motivation were mentioned less frequently in the interviews,
with purpose appearing in six out of the 16 interviews, fun appearing in five, and the
concepts of generosity and fun appearing in four interviews. While less prominent in the
research findings, these elements of intrinsic motivation provided insight into key drivers
of volunteers which will be further discussed in chapter five.
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Summary
Throughout this study, the research questions served as a framework for which to
conduct the research, augmented by the voices of 16 American Red Cross volunteers.
The themes that emerged from the research identify the several leadership and nonleadership (i.e. technology, physical space, etc.) characteristics that motivate a volunteer
workforce. As exemplified in Figure 14, using first and second cycle coding techniques,
patterns and themes were identified from volunteers that led to four distinct themes. First
cycle coding, such as no ego, openness, empowering, lead by example, personable, and
accessible provided a means for the researcher to categorize themes which were then
validated through both the Google Survey results and two focus groups. Using the data
analysis techniques described in Chapter 3 and 4, first and second cycle coding allowed
for interactive coding to lead to themes, which led to the theory on motivation of a
volunteer workforce.
Focus groups provided additional insights into the beliefs of respondents and
served as a means of validating the authenticity of the data. Focus groups were provided a
copy of Figure 14 prior to the focus group and the focus group discussions provided
positive affirmation that the relationship between the coding, themes, and theory captured
the volunteer’s experiences.
Figure 15 below shows the relationships among coding, the four main themes
from the data, and theory (see Figure 15., Relationships among Coding, Themes, and
Theory). Using NVivo and pattern coding techniques, the codes of no ego, openness,
empowering, lead by example, personable, and accessible (shown in the light blue boxes)
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were inductively associated by the researcher with theme one: leadership characteristics
(as illustrated by the arrows connecting these six codes with the top gray circle,
Leadership Characteristics). Further inductive analysis led to the other three themes (the
additional three gray circles in Figure 15.) that, in turn, led to a theory of motivation of a
volunteer workforce (to be discussed in chapter 5, as illustrated by the beige hexagon
connected to the study’s four main themes (gray circles).
Dr. Janice Springer served as an independent peer reviewer for the data collection
and analysis stages of the research, and conducted an external review of these and other
aspects of the study’s methodology, findings, and conclusions. Dr. Springer has been a
volunteer with American Red Cross for 17 years and recently received a doctorate in
nursing practice from the University of Minnesota – Twin Cities. Dr. Springer validated
the overall analytical methods used for coding, the development of themes, interpretation
of the findings, and the statement of the conclusions. Dr. Springer’s long-standing service
as a volunteer and familiarity with American Red Cross personnel and operations
provided a valuable check on the overall plausibility of the codes and themes that
emerged from the data.
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Figure 15.
Relationships among Coding, Themes, and Theory

While motivational factors closely related to existing theories on motivation such
as autonomy, belonging, and competence emerged as characteristics that motivate a
volunteer workforce, other characteristics provide greater insight into the lived
experience of volunteers through the instrumental case of the American Red Cross which
will be further explored in Chapter 5. Additionally, a further discussion of the
implications for this research for both the practitioner and academic research community
will be discussed in the next chapter.
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Chapter 5
Discussion
The nature of volunteerism has changed since the Puritans first arrived in the
U.S., yet volunteerism is still a significant part of the U.S. civil society. The Corporation
for National and Community Service highlights that more than 63 million Americans
gave 8 billion hours of volunteer time in 2016, totaling an enormous $193 billion in value
in the United States (Corporation for National and Community Service [CNCS], 2016).
However, more than 20 million Americans out of the 62.6 million that reported
volunteering in the past year did not continue volunteering after their first volunteer
experience (Corporation for National and Community Service [CNCS], 2018). This high
turnover not only leads to unpredictable service delivery for NGOs, but additional stress
and burnout of paid staff that are costly. Significant gaps exist in the knowledge and
publications addressing characteristics and motivators of a volunteer workforce (Riholtz,
2017). This research study contributes new knowledge in addressing the characteristics
that motivate a volunteer workforce derived from interviews of 16 volunteers at the
American Red Cross. This chapter discusses the implications of this research for both the
practitioner and academic community.
Summary of the Findings
The four themes of leadership characteristics, physical spaces, technology, and intrinsic
motivation of the volunteer offer valuable perspectives of the lived experiences of a
diverse set of volunteers from America’s largest volunteer-led organization. In answering
the primary research question what characteristics are most effective motivating a
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volunteer workforce? it became clear throughout each interview that the motivation of
the volunteers who were interviewed reflected a combination of these four thematic
areas. The characteristics that motivate volunteers most effectively are illustrated in Table
4 which shows the themes and the frequency of coding for each theme. (See Table 4.
Characteristics that Motivate Volunteers Most Effectively). The eight characteristics
listed in Table 4 represent the themes and sub-themes that appeared in at least ten out of
sixteen interviews with volunteers.
As shown in the Table, the combination of ability to impact mission and personal
impact by mission under the parent theme of intrinsic motivation, are significant
motivators for volunteers. Additionally, under the parent themes of leadership
characteristics and supportive human environment, the sub-themes of opportunity to
engage, listening and hearing volunteers out, and individualizing experiences are
characteristics that can significantly increase volunteer motivation. Moreover, the
intrinsic motivator ability to impact mission appeared in all 16 interviews, while
opportunity to engage and technology appeared as significant motivators in 14
interviews. The role that physical space and technology play in motivating volunteers
was also predominate.
Table 4.
Characteristics that Motivate Volunteers Most Effectively
Themes
1. Nodes\\Intrinsic Motivation\Ability to impact mission
2. Nodes\\Leadership Characteristics\Supportive Human
Environment\Opportunity to engage
3. Nodes\\Physical Space

Number of
coding references
51

Number of
items coded
16

32

14

30

13
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4. Nodes\\Technology

28

14

5, Nodes\\Leadership Characteristics\Supportive Human
Environment\Listening and hearing volunteers out
6. Nodes\\Intrinsic Motivation

24

10

18

11

7. Nodes\\Leadership Characteristics\Supportive Human
Environment\Individualizing experience
8. Nodes\\Intrinsic Motivation\Personal impact by mission

18

12

13

10

Leadership characteristics and intrinsic motivation of the volunteer, two of the
main themes from the data, are clearly seen by study participants as powerful motivators
of ARC volunteers. While technology and physical space may increase volunteer
motivation, the sub-themes that comprise intrinsic motivation of the volunteer (e.g..,
ability to impact the mission and personal impact by mission) appear to be more
important motivators of volunteers as shown in Table 4. Similarly, leaders who engender
a supportive human environment through providing the opportunity to engage, listening
and hearing volunteers, and individualizing experience, all sub-themes of leadership’s
supportive human environment, have a substantial impact on volunteer motivation.
Unique to the Red Cross experience is the ratio of paid staff which number 18,000
and volunteer staff which number 300,000. In exploring the questions How does
motivating the volunteer workforce differ from motivating the traditional, non-volunteer
workforce? there was not a universal response on the specific “how” from the volunteers’
interviewed in the study. However, there are significant differences between the
motivation the paid workforce and the motivation of the volunteer workforce discussed
below, as well as some notable similarities. Among the similarities is the role that
leadership characteristics play in creating autonomy, belonging, and connectedness, while
the nuanced differences exist in the key intrinsic motivators of volunteers.
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The theme of Intrinsic Motivation of the Volunteer and the sub-themes, A
personal impact or connection to the Red Cross Mission, as well as ability to impact the
mission, and connectedness highlight important differences between motivation of the
paid and volunteer workforce. In all 16 interviews, Red Cross volunteers described rich
accounts of connectedness to the Red Cross mission versus an increasing trend in the
United States where only 34% of employees are engaged (Harter, 2018). Providing
meaningful experiences for volunteers in ways that demonstrates impact and connection
to the mission are motivational elements that differ from variables that motivate a paid
workforce. Although paid versus volunteer workers were not compared, a Gallup Poll
illustrated that 53% of paid workforce workers are “not engaged” and expressed that they
are generally satisfied but not cognitively and emotionally connected to their work or
workplace (Harter, 2018).
One of the four main themes in the study’s findings is technology, which further
illustrates these differences. Unlike a paid workforce where staff is issued technological
equipment, provisions of technological devices are not always possible due to the sheer
size of the volunteer workforce and costs, and thus may lead to some volunteers unable to
access key information technology systems, thus leading to decreased motivation.
Additionally, given the demographics of American Red Cross volunteers, unfamiliarity
with technology may present barriers to performing essential job functions, thus leading
to demotivation. Related to this, rapid changes with tech platforms used by the
organization without adequate training can demotivate volunteers. A positive sign,
however, is the recent investment of the Red Cross in their information technology
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infrastructure. This is adding to volunteer motivation, as volunteers have more ease and
positive user interface with the new tools provided.
Given the long history of the Red Cross globally, the Red Cross appears to have
touched most people at some point in their lives. This was reflected in feeling a personal
connection with the Red Cross and its mission expressed by those who were intrinsically
motivated by this. Whether it be donating blood, taking swim lessons 20 years ago, or
knowing someone who served in World War II who received Red Cross emergency
communications, the deeply personal relationship with the Red Cross appears unique and
to be a great motivator.
Through the exploration of the sub-research question, What non-leadership
factors are most effective for motivating a volunteer workforce? insight into the factors
other than leadership that motivate a volunteer workforce emerged. The impact of
workers' physical space, as well as the role of technology can increase volunteer
motivation. While physical space was not identified as being the most critical element of
volunteer motivation, interviews consistently highlighted that volunteering in a physical
space that allows for connectivity with other Red Cross volunteer and staff can increase
volunteer motivation. Specific to disaster volunteers, respondents also mentioned the
assumption that physical spaces need to be safe and secure, in reference to when disaster
volunteers deploy to a post disaster setting. Having a safe place to sleep and work is an
underlying hygiene factor that matters to volunteers.
The theme of technology also is a non-leadership factor that can motivate a
volunteer workforce as mentioned in response to the primary research question above.
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Simply put, investment in technology, coupled with volunteer training to ensure they
know how to use the technology, can increase volunteer motivation. The technology can
also play a role in enabling other motivational variables, such as leadership
communication, as the technology serves as a tool for leaders to get their messages out.
The sub-question on how does leadership motivate the volunteer workforce? led
to rich findings on the important role that servant leadership, communication, and how a
supportive human environment influences volunteer motivation. Reflected in the
interview sub-theme of opportunity to engage, volunteers need to feel as if there is an
opportunity to engage in meaningful work at the Red Cross, which is enabled by leaders
creating and structuring volunteer opportunities. These experiences need to be
individualized for volunteers based on their knowledge, skills, and abilities, as well as
giving volunteers the option to choose which activities they prefer which reflects the
interview sub-theme of individualizing the volunteer experience.
This concept of choice is also related to the research study sub-question on the
differences between motivating a paid and volunteer workforce. While paid employees
are bound to work duties that are assigned to them, volunteers are motivated by the
flexibility that volunteering affords, such as choosing their own schedules, tasks, and
turnaround times. Leadership that enables this flexibility as well as having patience in
the deliverables assigned to a volunteer, as they are not bound by contract or labor law, is
key, as manifested in the sub-themes of opportunity to engage, individualizing the
volunteer experience, and ability to pick and choose volunteer activities.
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The four main themes emerging from this study, leadership characteristics,
physical spaces, technology, and intrinsic motivation of the volunteer, are also congruent
with the two pilot studies conducted in Fall 2017 and Summer 2018, where interviews
with Saint Vincent de Paul and Red Cross staff and volunteers expressed valuing a sense
of human-to-human connectivity, belonging to an environment that was empowering, and
a desire to feel connected to the “why” behind the work being performed.
Interpretation of Findings
The four themes of leadership characteristics, physical spaces, technology, and
intrinsic motivation of the volunteer that emerged from the study provide insight into key
theories on needs-based and process-based motivation theory, job satisfaction theories,
leadership theories, and job characteristics theories, as discussed below.
Needs-Based Theories on Motivation
Maslow’s (1943) theory that people have lower-level needs that are biological,
physiological, and safety-related, as well as higher-level needs such as the need for
esteem and self-actualization, is evident throughout the interviews. Several interviews
demonstrated that several lower-level needs such as safety and physiological needs, apply
to a volunteer workforce such as the American Red Cross. For example, volunteers
expressed that basic conditions such as having a safe place to sleep when deployed on a
disaster, are essential. Additionally, evidence of high-level needs such as belonging and
self-actualization was present, however, the extent to which Maslow’s model identifies
key characteristics of motivating a volunteer workforce is not apparent in the interviews.
It appears that Maslow’s theory provides limited insight into volunteer motivation, as

115
only the lower-level physiological and safety needs were relevant to the needs identified
in volunteers’ interview responses. Maslow’s model does not appear to explain why
certain motivators are unique and distinctive to a volunteer workforce.
Hull's theory of needs-based motivation may partially be applicable to the
motivation of volunteers. As one of the first motivational theorists in America (Revelle et
al., 2013), Hull hypothesized that behavior could be explained by the following equation:
behavior = drive x habit. Hull argued that while habit may be formed in some individuals,
absent drive or energy, the ability to greatly impact behavior is limited. While interviews
in this study found themes of drive that may impact volunteer behavior manifested
through the thematic coding of ability to impact mission, the concept of habit is largely
absent and harder to detect throughout interviews.
Lewin's motivational theory appears to partially apply as told through the lived
experiences of the volunteers interviewed. As Lewin stated, behavior is a function of not
only the person but also the environment the person is in, with the environmental
conditions being determined by three variables; tension with a perceived goal, the
valence of the goal, and the psychological distance to the goal (Wheeler, 2008). While
physical conditions appear to have a significant influence on volunteer motivation in the
study as reflected in the theme of physical space, Lewin’s concept of the general work
environment does not appear to be a key contributor to volunteer motivation.
Similar to Herzberg's two-factor model of motivation, satisfaction and
dissatisfaction are not on a continuum with one increasing as the other diminishes; they
are independent phenomena (Herzberg, Mausner, & Snyderman, 1993). This is seen in
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the volunteer responses and for volunteer administrators and supervisors, attention should
be paid to both motivation factors and hygiene factors. Theme four, intrinsic motivation
of the volunteer, provides valuable validation of Herzberg’s theory in that individuals
look for the gratification of psychological needs having to do with achievement,
recognition, responsibility, advancement, and the nature of the work itself. Volunteers
throughout the study validated the role that intrinsic motivation plays in their
engagement, while also illustrating that elements such as technology may also play a role
in leading to dissatisfaction.
Other theories such as Atkinson’s appear to be less relevant to volunteer
motivation. While Atkinson explained the tendency to approach an achievement-related
goal (T) as a function of three variables: the need for achievement or the motive for
success (M), the probability that an individual will be successful at the task(s) (P), and
the incentive value of success (I) leading to a simple equation of T = M x P x I (Dressler,
2012). Atkinson’s theory does not address the connectedness, belonging, and relationship
variables which appeared frequently in volunteer interviews throughout this study.
Process-Based Theories of Motivation
Process-based theories rarely manifested throughout the interviews with
American Red Cross volunteers. While Adam’s equity theory hypothesized that equity
perceptions in work relationships are key drivers to motivation (Adams, 1963), there was
no evidence that perceptions played a role in volunteer motivation nor that volunteer
supervisors needed to be mindful of the conditions and her/his behaviors that may lead to
volunteers feeling tension due to perceived or real inequities.
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Edwin Locke’s process-based approach to motivation was also not found within
the context of volunteer interviews. While the theory suggests a relationship between
motivation and goals (Locke & Latham, 1990), little evidence emerged in both interviews
and focus groups suggesting that goals serve as a key variable leading to volunteer
motivation. This is a conclusion with possible key applications for volunteer workforce
administrators, as Locke's theory, as well as other many commonly accepted paid
workforce concepts, suggests that one of the simplest tools that a supervisor can use to
motivate is to ensure that staff have clear goals. Red Cross paid staff are held accountable
to process-based approaches such as Locke's, where mission-related goals such as
households reached for disaster preparedness campaigns or the number of units of blood
collected may be driving paid workforce behavior.
Vroom’s theory that motivation is a function of three distinct variables,
expectancy, instrumentality, and valence is also evident within the Red Cross study.
According to Vroom, volunteers would exert efforts based on the expectancy or
probability of reaching a goal, associating this with the connection between performance
and reward, in addition to the value that individuals place on rewards (Dressler, 2012).
From the perspective of these process-based theories of motivation, a cautionary
note for American Red Cross volunteer supervisors is the lack of emphasis on
motivational factors that include goal setting. Nonetheless, the theme ability to impact the
mission as a volunteer motivator may present an opportunity to carefully craft goals that
link volunteers perceived ability to impact the mission. As demonstrated by the
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importance of intrinsic motivation to the volunteers who participated in the study, goals
set by Red Cross staff should be clearly linked to the intrinsic motivation of volunteers.
Job Satisfaction Theory
Elements of job satisfaction theory appear within the study. Although specially
applied to paid workforces, Hoppock’s (1935) research examining job satisfaction as a
combination of psychological, physiological, and environmental conditions that cause
feelings within employees appears throughout interviews. Two of the four themes of this
study align with volunteer satisfaction; leadership characteristics and physical space. On
the other hand, Hoppock’s job satisfaction theory does not account for the role of
technology or the intrinsic motivation of individuals in the degree to which people are
satisfied with their jobs, whether in paid or volunteer positions.
Research on job satisfaction from Davis and Newstrom (1985) would suggest that
the satisfaction of staff is based on a set of favorable or unfavorable feelings of
employees about their work. These feelings would improve job performance, and thus
their theory suggests that satisfaction is a derivative of an individual’s general attitude
toward his or her job. With the Red Cross case study, the theme of ability to impact the
mission may be a manifestation of David’s and Newstrom’s theory. The positive feelings
volunteers have towards the tasks they perform, ranging from driving vehicles for
disaster response operation to acting as a receptionist for the front desk of a blood drive,
may directly impact their job satisfaction and thus motivation.
Deci’s and Ryan’s (1985) research identified autonomy-supportive leadership as
an antecedent to work satisfaction. Their theory helps to explain job satisfaction,
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illustrating that rewarding performance can improve job satisfaction, although the theory
has been largely applied only to a paid workforce. Güntert, Oostlander, and Wehner’s
(2014) application of self-determination theory which was applied to a volunteer
workforce, and whose theory served as a theoretical anchor for the Red Cross study,
seems to apply to in many elements of the Red Cross interviews. Their theory confirms
that autonomy-supportive leadership is an important variable in increasing both
volunteers’ motivation and satisfaction, a theme that appears throughout the Red Cross
study in themes such as supportive human environment and opportunity to engage.
The data also show that volunteers desire the opportunity to have a say in their
work as well as to be able to voice their opinions, as captured through themes such as
listening to and hearing volunteers and ability to pick and choose volunteer activities.
Belonging also manifested itself as a key theme throughout the study through themes
such as connectedness and a personal impact or connection to the Red Cross Mission. It
was clear in all interviews that the elements of belonging mattered to volunteers. Lastly,
the element of competence within Güntert, Oostlander, and Wehner’s (2014) theory is
present throughout the study nearly universally, where volunteers expressed a desire to be
able to take on meaningful tasks for which their efforts would lead to a positive/missionrelated outcome.
Güntert, Oostlander, and Wehner’s (2014) self-determination theory incorporates
both intrinsic and extrinsic factors that were present in the Red Cross study. What is less
evident and missing from their theory is how variables of the themes of physical space
and technology apply in addressing volunteer motivation. Autonomy, belonging, and
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competence is a foundation for explaining motivation of volunteers, however, there seem
to be other characteristics in play that lead to optimal motivation.
Leadership Theory and Styles
The theme of leadership characteristics emerged prominently through the Red
Cross study and corresponds with many seminal leadership theories and styles, although
these theories apply primarily to a paid workforce. Elements of Mary Parker Follett’s
theory on participatory management is manifested through volunteer interviews where
they expressed a desire to be listened to and given opportunities to take part in decisions
and activities (coded listening to and hearing volunteer and opportunity to engage).
Additional alignment with Edgar Schein’s (1999) theory on the role that leaders play in
shaping effective cultures within organizations can be seen, as well as Peter Senge and
his theory on how decentralization of power can impact motivation.
Elements of Douglas McGregor’s Theory X and Theory Y were present, where
volunteers expressed supportive environments congruent with Theory Y versus that more
controlling and suppressive leadership styles of Theory X. Lacking from McGregor’s
explanatory model are the roles that non-leadership characteristics, such as physical space
and technology, may play in leading staff (Shafritz, Ott, & Jang, 2005).
Thousands of research articles on leadership styles, including those of volunteer
organizations, are classically organized into a variety of leadership styles; autocratic,
bureaucratic, charismatic, democratic, laissez-faire, transactional, and transformational
leadership. Throughout the interviews, volunteers discussed various attributes of leaders
that motived them which fell under the servant leadership model. Personable, accessible,
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hospitality, influence vs. authority, kind, and communication capture volunteers’
perspectives and beliefs about these leadership attributes. Other elements of leadership
theory and styles such as participative leadership can be seen within the Red Cross study
where volunteers expressed a desire to take part in decisions. With the vast number of
leadership theories, the Red Cross study did not align with one specific leadership theory
alone, but instead illustrated several leadership characteristics that motivate a volunteer
workshop that relate to many different leadership theories and styles.
Job Characteristics Model
According to Hackman and Oldham’s (1980) job characteristics model, five core
job dimensions (i.e., skill variety, task identity, task significance, autonomy, and
feedback) can affect the critical psychological states of workers and, in turn, influence
their personal and work outcomes which include high satisfaction with work, high
internal work motivation, high quality work performance, and low absenteeism and
turnover. Several themes of the study that show how volunteers relate to their work and
how they feel about what they do are consistent with the job characteristics model. For
example, the sub-theme of ability to pick and choose volunteer activities is consistent
with the model’s core job dimension of autonomy. An intrinsic motivator that emerged in
the study, ability to impact the mission, can contribute to a volunteer’s feeling of task
significance – another core job dimension in the model. Also consistent with the job
characteristics model, the sub-themes such as opportunity to engage and listening to and
hearing volunteer show the applicability of the model’s critical psychological state of
experienced meaningful of the work. Similarly, the sub-theme of ability to impact the
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mission is consistent with the model’s critical psychological state of experienced
responsibility of the outcomes of work. The study’s findings appear to confirm Hackman
and Oldham’s (1980) premise that work designed with the five core job dimensions can
lead to critical psychological states for those who perform these jobs who are, in turn, are
more likely to exhibit the four personal and work outcomes of high satisfaction with
work, high internal work motivation, high quality work performance, and low
absenteeism and turnover.
Career Theory and Occupation Choice
Elements of career theory and occupation appear throughout the Red Cross study
and may help explain volunteer satisfaction. Parson’s (1909) theory of career and
vocational choice, as well as the later work of Super (1953), identifies the importance of
selecting a vocation based on the person and environment in a scientific manner and
based on the self-concept theory; a belief that people base their career decisions on belief
about their own abilities and self-attributes, thus the deliberation of choosing a career is
based on a subjective view of oneself. Within the Red Cross study, the code's ability to
impact the mission, opportunity to engage, and individualizing the volunteer experience
capture stories where volunteers share how their views of their abilities, traits, and values
may influence their choice and motivation to volunteer.
More recent career theories appear less applicable to the Red Cross study, such as
that of Lent, Brown, and Hackett (1994). Their social cognitive career theory suggests
that the three linked variables of self-efficacy beliefs, outcome expectations, and career
goals are significant for making a career choice. Additionally, Schein’s (1996) research
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and identification of eight career anchors hypothesized that workers will be more content
if they best understand which career anchors are important to them, as well as finding a
job, occupation, or career that is aligned with a person’s dominant career anchor. The
career anchors and three variables hypothesized by Lent, Brown, and Hackett, as well as
other career and occupational theorists, link goals as a key variable, while the Red Cross
study contained little significance on the role of goals in motivating a volunteer
workforce.
Implications and Recommendations for Theory, Research, Policy, and Practice
The findings of this study can have significant implications for research and
practice in motivating a volunteer workforce. The following section will discuss the
implications of the research findings for existing theory and research on motivating a
volunteer workforce. The subsequent section will discuss the implications of the research
findings for policy and practice as they relate to motivating a volunteer workforce.
Implications and Recommendations for Theory and Research
This instrumental single case study serves as a starting point for the discovery of
new knowledge to address the characteristics that motivate a volunteer workforce. As
discussed in the interpretation of the findings section, while there is a vast number of
theories on human motivation, lacking is the development and applicability of theories
that relate to a volunteer workforce. Theories that have explanatory value for a volunteer
workforce are needed and are warranted given the size of the volunteer sector both in the
United States and globally.
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The research findings also present an opportunity to further explore Güntert,
Oostlander, and Wehner’s (2014) application of Self-Determination Theory to other
volunteer workforce studies. This could include further research on the relationship that
autonomy, belonging, and connectedness have on motivating volunteers, as the Red
Cross study provides evidence that the four themes found in the study may be
interconnected with the self-determination variables hypothesized by Güntert,
Oostlander, and Wehner as illustrated in Figure 16. Red Cross leadership can play an
important role in providing autonomy for volunteers, as well as contributing to the
environment of belonging and competence. Physical space can also play a role in
enabling feelings of belonging, while technology can play a role in enabling competence
and belonging.
Placing emphasis on the intrinsic motivation of volunteers by managers was an
important finding of the study. These motivational themes from this study present an
opportunity for further research on Güntert, Oostlander, and Wehner’s theory. While the
Red Cross study used an inductive approach, future research may benefit from a
deductive approach whereby the relationships among the four major themes of the Red
Cross study and autonomy, belonging, and connectedness are explored quantitatively as
they relate to achieving organizational goals and work outcomes. Additionally, future
studies may provide insight using a multi-case study methodology, or mixed methods.
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Figure 16.
Relationship Between Study Findings and Self-Determination Theory

The theoretical findings of Dwyer, Bono, Snyder, Nov and Berson, (2014) on the
motivation of volunteers appear within the Red Cross study. Personal motives of
volunteers and transformational leadership, both key concepts in the work of Dwyer,
Bono, Snyder, Nov and Berson, (2014), appear to be key factors leading to increased
volunteer satisfaction. Connectedness of volunteers either with other leadership
volunteers or paid staff appear to be positive influencers of motivation, as well as the
volunteers connecting with humanitarian values, a quest for understanding, obtaining
career benefits, a refuge from guilt felt due to others being less fortunate, enhancements
of self-esteem or worth, and connectivity with a social group (Dwyer, Bono, Snyder, Nov
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& Berson, 2014). The theoretical application of Dwyer, Bono, Snyder, Nov and Berson
should be further explored as it relates to the volunteer workforce.
Ziemek’s (2006) theoretical model examining altruism, investment, or egoistic
motives to help explain the phenomena of volunteer motivation appears less evident in
the Red Cross study. According to Ziemek, volunteers may, under an altruism model, see
their act as a public good, and thus see a moral or ethical obligation in pursuing this
action. The emergence of this theme was minimally evident in the Red Cross Study.
Additionally, instances where Red Cross volunteers expressed their acts as a that of a
private consumption model, not tied to a larger public good, but rather an act that
provides them with meaningful engagement or utility as it is referred to in schools of
economics was not found in Red Cross interviews. According to Ziemek, there are
volunteers who simply seek to volunteer as an investment to gain valuable work
experience, which was not found in the interviews. In short, the findings of this study
appear to confirm the perspectives of Dwyer, Bono, Snyder, Nov and Berson, (2014) on
the motivation of volunteers, whereas there was no evidence from the study to support
Ziemek’s (2006) model.
While the qualitative lived experience of 16 volunteers was a methodological
choice for this research study, future research can benefit from varying methodologies to
includes a mixed-methods or multiple case study approaches. This study was not
designed to create generalizations, and additional new knowledge and generalizability
may be possible through the inclusion of a quantitative survey or through a multiple case
study. Examples could include including an instrumental case from other volunteer-led
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organizations such as 4-H or Saint Vincent de Paul, allowing for additional rich data to
inform the research question. Lastly, an intention selection of both volunteer and paid
staff as research participants may provide additional learning that would help better
understand what characteristics are most effective in motivating a volunteer workforce.
As the Red Cross study illustrated, although recruitment was intended to include only
volunteers, volunteers may move into paid roles, assumingly due to them being positively
motivated by the work of their organization. Further exploring this relationship and
theme could prove valuable.
Implications and Recommendations for Policy and Practice
The implications of this research for policy and practice are promising. By
examining ways that leadership characteristics, physical spaces, technology, and intrinsic
motivators may increase volunteer motivation, Red Cross and other volunteer-led
organizations can increase volunteer retention and overall volunteer satisfaction. Like in a
paid workforce, staff turnover is costly for organizations and the vast amount of resources
that a volunteer can tribute to organizational goals goes beyond cost savings. It cannot be
overlooked that the estimated value of an hour of volunteer’s time is worth $24.69,
adding an estimated $184 billion in value to the U.S. economy in just one year (“Value of
Volunteer Time,” n.d). American Red Cross volunteers respond to more than 60,000
home fires each year, providing humanitarian relief when individuals and families may
be having the worst day of their lives as a result of losing their home, belongings, and
possibly a loved one. These tasks would otherwise not be possible through a paid
workforce, given the scale and scope of the volunteers needed to mobilize such an
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ambitious mission, with their nearly 300,000 volunteers within the organization in the
U.S.
Based on the four major themes of leadership characteristics, physical spaces,
technology, and intrinsic motivators that emerged from the Red Cross study, Red Cross
and other volunteer-based organizations may benefit from the three specific
recommendations found in Table 5.
Table 5. Recommendations for Practice
Themes from
Research

Recommendation
One

Recommendation
Two

Recommendation
Three
Ensure that there is a
healthy span of control
between volunteers and
paid staff (or
alternative volunteer
leaders) to enable
connectedness and
enabling of
individualized
volunteer experiences

Physical
spaces

Hiring of paid staff
with strong
emotional
intelligence skills
including
communications and
listening skills, and
characteristics of
servant leaders
Ensure spaces are
available for
volunteers to enable
a sense of
connectedness

Technology

Ensure adequate
training for new
technology is made
available to
volunteers

Provide alternative
human touch
solutions to
volunteers that are
not tech-savvy

Provide mission-related
icons as visual
connections to the
organization's mission
Ensure less financially
resourced volunteers
have access to
organization provided
technology vs.
expecting them to bring
their own devices

Intrinsic
motivators

Screen volunteers for
intrinsic motivators
found to be
important in this
study such as

Continue to connect
with a volunteer
based on the
personal connection
they may have with

Avoid creation of a
rigid environment
where performance
goals for paid staff
goals depend heavily

Leadership
characteristics

Systematize
recognition and
appreciation
programs for
volunteers

Ensure basic safety
and comfort needs
are met
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connectedness to
mission of the
organization,
belonging, and
intrinsic purpose

the organization's
mission

on volunteers.
Volunteers are less
likely to respond to
being motivated by
goals unless connected
to intrinsic motivators
such as impacting the
mission of the
organization

These recommendations require little to no additional capital, although an investment in
the four thematic areas found in the Red Cross Study should not be underestimated. The
pervasive myth that managing a volunteer workforce is free and that NGOs are void of
the need/requirement to implement strong systems of recruitment, screening, selection,
hiring, placement, recognition, training and development, and separation practices is both
dangerous and irresponsible for NGOs (Brudney, 1999). Grossman and Furano (2002)
emphasized that “no matter how well-intentioned volunteers are unless there is an
infrastructure in place to support and direct their efforts, they will remain ineffective at
best or, worse, become disenchanted and withdraw, potentially damaging recipients of
services in the process” (p. 20).
With an overall decrease in volunteer retention in the non-government
organization space, this study identifies several negative influencers that may be driving
volunteers from returning. Research identifies a lack of funds available to support
volunteer’s engagement/recognition, staff members being indifferent/non-welcoming
towards volunteers, and overall recruitment challenges faced by volunteers (Hager &
Brudney, 2004). A first-hand account of recruitment and onboarding challenges surfaced
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through an interview with Red Cross volunteer in the 2017 pilot study. The volunteer had
three months of service experience and shared a story of his onboarding experience,
where he initially was frustrated with the online application process. Due to
overwhelming disaster activity in the United States, his application remained in a queue
for weeks without being contacted by his American Red Cross chapter. His tenacity and
recognizing that there were needs that he felt his skill set could address led him to drive
to the Red Cross office where he asked how the issue could be resolved, allowing him to
help. The experience of human to human contact and professionalism he experienced at
the front desk (which is staffed by volunteers) was a trust builder for him, as well as
creating a sense of being wanted/needed, once he was placed with the Regional Volunteer
Officer for processing.
Understandably, given the resource constraints that NGOs often face, NGO
leadership may struggle to find the time and initial seed investment to invest in systems
and the right staff necessary to support an effective volunteer program designed to
motivate volunteers. Yet, it is clear the return on investment in leveraging volunteers is a
force multiplier both financially as well as in delivering NGO programs (Manetti,
Bellucci, Como, & Bagnoli, 2015).
An additional recommendation for Red Cross and other organizations is to
examine what one study volunteer referred to as generational blending. With the
predominance of Red Cross volunteers being older and less familiar with emerging
technology, the role of technology in volunteer motivation and job satisfaction may
greatly vary. One focus group shared that older volunteers may not want to take on
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advanced leadership roles, where they once held paid positions, and instead wish to
pursue tasks that carry less responsibility. This can lead to less experienced or younger
volunteers taking on leadership roles. Finding volunteering solutions for a wide range of
age groups poses an opportunity for the Red Cross and other NGOs, as well as possibly
being an opportunity for future research given the themes that arose from this study.
While not exhaustive, these recommendations based on the themes of leadership
characteristics, physical environment, technology, and intrinsic motivators that emerged
during the American Red Cross study may lead to increased volunteer motivation. The
specific application of these findings to the organization's volunteer engagement cycle,
found in Figure 3, can be incorporated to enhance volunteer motivation.
Conclusions
This instrumental single case study provides new knowledge to address the
characteristics that motivate a volunteer workforce. The primary research question for
this study was: What characteristics most effectively motivate a volunteer workforce?
This study found that intrinsically motivated volunteers who feel that they can impact the
organizational mission, as well as have a personal impact or connection to the mission of
the organization are powerful motivators of volunteers. Additionally, the leadership
characteristics of providing individualized volunteer experiences, ample opportunities to
engage as a volunteer, clear and frequent communications, and having leaders that exhibit
servant leadership characteristics matter to volunteers. Technology and physical space
can add to the motivation of a volunteer, however intrinsic motivation and leadership
characteristics are the most significant determinants of volunteer motivation.
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The findings of this study also add to new knowledge and understanding
regarding the difference between motivating a volunteer versus paid workforce. Unlike a
paid workforce where staff is issued technology, provisions of technological devices are
not always possible due to the sheer size of the volunteer workforce, and thus may lead to
some volunteers unable to access key tech systems, thus leading to decreased motivation.
Additionally, providing individualized experiences for volunteers and volunteers having a
personal impact or connection to the mission are motivational elements that differ from
variables that motivate a paid workforce.
While the multitude of theories such as self-determination theory, motivational
theory, job satisfaction theory, and leadership theory has largely focused on a traditional
paid workforce and offer insight into the possible motivation of a volunteer workforce,
new knowledge applied to a volunteer workforce is needed. While not generalizable, the
themes of leadership characteristics, physical space, technology, and the intrinsic
motivation of the volunteer may be further explored by Red Cross leadership as well as
other volunteer-led organizations such as Saint Vincent de Paul, Team Rubicon, and 4-H
associations. Additionally, human science researchers may benefit from further research
on the topic of motivation characteristics in the volunteer workforce either through other
case studies or varying methodologies that seek a deeper understanding of the topic.
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Appendix A- Consent Form

Study Title:
Characteristics That Motivate A Volunteer Workforce; A Case Study of One of Americas
Largest Volunteer Organizations
Invitation and Purpose:
Dear Red Cross Volunteer,
My name is Jono. I am conducting a study on the characteristics that motivate a volunteer
workforce. The purpose of this case study is to explore what characteristics are most
effective motivating the volunteers of the American Red Cross. At this stage in the
research, characteristics will be generally defined as those characteristics that cause a
volunteer to score high on the Net Promoter Score which measures the willingness of
volunteers to recommend the Red Cross as a place to serve. In order to participate in this
research, you must be a volunteer a volunteer who rated a nine or ten on the Net Promoter
Score last year (2016), or if too new to have taken the survey, would classify their
experience volunteering as a positive nine or ten, out of a ten-point scale (ten being fully
satisfied). In addition, volunteers will have either less than one year of service with the
Red Cross or more than 15 years. If you have not completed the Net Promoter Score but
would rate your overall experience as a nine or ten, with ten being the highest
satisfaction, you are also welcome to participate. If you are 19 years of age or older and
meet the above criteria, you may participate in this research.
What will be done during this research study?
Participation in this study will require approximately one hour of your time between the
months of December and February. You will be asked to participate in one tape-recorded
interview via phone, Skype, Zoom or in person if you are in the same town as the
researcher. The focus of the interviews will be on what characteristics are most effective
for motivating a volunteer workforce, where the researcher will as you questions about
your volunteer experience. Once the interview is complete, a subsequent request to
participate in a short focus group with fellow volunteers will follow. The focus group will
also take place via phone, Skype, or Zoom and will be limited to an hour. No more than
two one hour sessions are requested for you to participate.
The interview will be digitally recorded and then transcribed. After the interview has
been completed and transcribed, the recording will be deleted. The transcribed interview
will be kept on a password protected computer by this researcher. Transcription might be
shared with the researcher’s dissertation committee for this research study. Your identity
will not be revealed. The transcription will then be coded to find themes among the
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responses of the participants. The results of the research be used to fulfill requirements of
the doctoral degree, with possible publication as well as inform future dissertation work
of the researcher.
What are the possible risks of being this research study:
There are no known risks or discomforts associated with this research.
What are the possible benefits to you:
While there are no financial benefits for this project to the participant, the results of this
study may help both the American Red Cross, its partner Red Cross/Crescents around the
globe as well as other non-profits at better understanding of what characteristics are most
effective in motiving volunteers. In addition, participants may benefit by positively
reflecting on their volunteer experience
How will information about you be protected:
Your responses to this survey will be kept anonymous. In addition to the transcribed
information being kept in a confidential space, we will use pseudonyms in place of your
names to protect your anonymity. The researcher will have the list of your names
matched with your pseudonym. All data will be securely encrypted and stored on a
computer in a password protected Microsoft cloud environment. Upon completion of the
project, the raw information will be deleted from the computer.
What are your rights as a research subject?
You may ask any questions concerning this research and have those questions answered
before agreeing to participate in or during the study. For study related questions, please
contact the investigators(s) Jono Anzalone at jono.anzalone2@redcross.org or by phone
at 402-871-4070. You may also contact Dr. Richard Torraco at rtorraco@unl.edu or by
phone at 402-472-3853.
For questions concerning your rights or complaints about the research contact the
Institutional Research Board (IRB) at 402-472-6926 or irb@unl.edu.
What will happen if you decide to not be in this research study or decide to stop
participating once you start:
You can decide not to be in this research study, or you can stop being in this research
study (“withdraw’) at any time before, during, or after the research begins for any reason.
Deciding not to be in this research study or deciding to withdraw will not affect your
relationship with the investigator, with the University of Nebraska-Lincoln, or American
Red Cross.You will not lose any benefits to which you are entitled.
Documentation of Informed Consent
You are voluntarily making a decision whether or not to participate in this research study.
By completing and submitting your willingness to participate, you have given your
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consent to participate in this research. You should print a copy of this page for your
records.
Name and Phone number of investigator(s)
Jono Anzalone, jono.anzalone2@redcross.org or (402)871-4070
Dr. Richard Torraco, rtorraco@unl.edu or (402)472-3853

141 Teachers College Hall / Lincoln, NE 68588-0360 / P.O. Box 880360
402-472-0989
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Appendix B- Email Sent to Potential Samples

COLLEGE OF EDUCATION AND HUMAN SCIENCES
Department of Educational
Administration

Dear Red Crosser,
My name is Jono Anzalone and I am an Educational Doctoral (EdD) student in
Educational Leadership and Higher Education at the University of Nebraska. I have also
been a Red Cross volunteer since the age of 14 years old as well as serving a number of
paid roles at Red Cross, most recently for nearly two years as Vice President of
International Services. As I continue work on my dissertation which focuses on the
characteristics that are most effective motivating a volunteer workforce, I am hopeful that
you may be willing to inform my work.
You were selected for this survey (DROP IN EITHER) a) because of your vast years of
service with the Red Cross or b) as a recent volunteer that may have valuable insight on
observed leadership.
Before beginning interviews with volunteers, I am seeking to identify volunteers
who are willing to disclose if they provided a high rating on the Net Promoter Score in
last year’s volunteer satisfaction survey. The results of this study may help both the
American Red Cross, its partner Red Cross/Crescents around the globe, as well as other
non-profits to better understanding of what characteristics are most effective motivating
volunteers.
If you rated a nine or ten on survey (which is satisfied or highly satisfied) and are
willing, over the course of the next months, I would like to schedule an interview with
you that would last approximately 1 or 1.5 hour. If you are so new that you have
completed the survey however, would rate your experience as positive nine or ten on a
ten-point scale, your perspective is also desired. The interviews allow me to gain
valuable insight into your volunteer experience with leadership at the Red Cross and help
inform what your motivations are as a volunteer.
Interviews will be scheduled via phone, Skype, or Zoom. Once the interview is
complete, a subsequent request to participate in a short focus group with fellow
volunteers will follow. The focus group will also take place via phone, Skype, or Zoom
and will be limited to an hour.
At all times during this research your confidentiality will be respected. I will ask
to record the conversation solely for research purposes, which will later be transcribed
(and available to you should you wish). This project has been approved by the
Institutional Research Board of the University of Nebraska-Lincoln (Project Number
20082) and does not include financial compensation.
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If you are interested and willing to participate, please contact me at
jono.anzalone2@redcross.org or by calling at 402-871-4070 and I will work with you to
set up the best available time that works with your schedule.
Thank you for your continued service with the Red Cross and for your
consideration in contributing to this important work!
Sincerely,

Jono Anzalone
EdD Candidate in Educational Leadership and Higher Education
Dr. Richard Torraco
Associate Professor, Workforce and Human Resource Development, College of
Education and Human Science
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Appendix C- Interview Protocol
Date:
Location:
Interviewee:
Primary research question: What characteristics are most effective motivating a volunteer
workforce?
I am interested in exploring what characteristics are most effective motivating a volunteer
workforce. This interview will take approximately one hour, however, please do not feel
rushed if we go beyond that timeframe. I will be recording the interview to allow me to
focus on our conversation and will keep responses confidential. Do you have any
questions before we get started?
1. Tell me about how you became a volunteer with the ARC.
a. [if not expressed in #1] Why did you start volunteering for the ARC?
b. [if not expressed in #1] What keeps you volunteering for the ARC?
2. [if not expressed in #1] How long have you been volunteering with the ARC?
3. Thinking about your volunteer experience, what motivates you to volunteer for
the ARC?
4. Have you ever held a position in a traditional, non-volunteer workforce?
5. (If interviewee has held a traditional, non-volunteer (paid) position): How does
motivating the volunteer workforce differ from motivating the traditional nonvolunteer (paid) workforce?
6. Reflecting on your volunteer experience at Red Cross, what are good leadership
characteristics or qualities that you have witnessed?
7. Thinking specifically about those observations, what characteristics are most
motivating for you as a volunteer?
a. [probe around what the behaviors look like]
8. What advice would you have for Red Cross leadership for motivating you?
9. Can you tell me about the physical environment that you volunteer in?
a. [if not expressed in #7] What role does this space have on motivating you?
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b. [if not expressed in #7] What type of technology does your work
environment include?
10. Are there other factors, unrelated to leadership that motivate you as a volunteer?
a. [probe around items that are not leadership based]
b. What are other items or elements that motivate you?
c. [if not expressed in #8] What does that look like for you?
11. What are other items or elements that motivate you?
a. [if not expressed in prior] What does that look like for you?
12. Is there anything else you would like to add?
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Appendix D - Interviewee Demographic Survey
What is your race? (Select one or more):
☐ Black or African American
☐ Alaska Native or American Indian
☐ Asian
☐ Native Hawaiian or Other Pacific Islander
☐ White
☐ Other
☐ Decline to State
Do you identify yourself as Spanish/Hispanic/Latino?
☐ Yes
☐ No
☐ Decline to State
What is your gender?
☐ Female
☐ Male
☐ Non-Binary
☐ Decline to State
What is your highest level of education?
☐ High school or equivalent
☐ Certificate or training program
☐ Associate
☐ Bachelors
☐ Masters
☐ Doctorate
☐ Other
What is your age?
☐ 19 or under
☐ 20-29
☐ 30-39
☐ 40-49
☐ 50-59
☐ 60 or over
☐ Decline to State
How long have you volunteered with the ARC?
☐ Less than 1 year
☐ 1 - 3 years
☐ 4 - 6 years
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☐ 7 - 10 years
☐ More than 10 years
In what area of the ARC do you volunteer?
☐ Blood/BioMed
☐ Services to Armed Forces
☐ Domestic Disaster Cycle Services
☐ International Services
☐ Training Services (formerly Public Health and Safety)
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Appendix E - Relationships among Theory/Research Questions/Interview Questions
Main Research Question: What characteristics are most effective motivating a volunteer workforce?

Theoretical Framework
Sub-Dimensions
of Leadership Theory
Autonomy-Support
“The influences of an autonomy
supportive leadership style on
volunteer satisfaction has not
yet been examined thoroughly
within SDT [self-determination
theory], as the knowledge
gleaned from studies focusing
on the paid-work context may
not be directly transferable to
the volunteering context”
(Güntert, Oostlander &
Wehner, 2014, p. 1373)

Research
Sub-Questions

How does motivating the
volunteer workforce differ from
motivating the traditional, nonvolunteer workforce?

Method
Interview Questions

1. Tell me about how you
became a volunteer with the
ARC.
[if not expressed in #1]
Why did you start
volunteering for the
ARC?
What keeps you
volunteering for the
ARC?
2.
[if not expressed in #1]
How long have you been
volunteering with the ARC?
3.
Thinking about your
volunteer experience, what
motivates you to volunteer for
the ARC?
4. Have you ever held a position
in a traditional, non-volunteer
workforce?
5. (If interviewee has held a
traditional, non-volunteer (paid)
position): How does motivating
the volunteer workforce differ
from motivating the traditional,
non-volunteer (paid) workforce?

Leadership Characteristics &
Actions
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“Autonomously motivated
volunteers showed higher work
effort (Bidee et al. 2013) and
higher prosocial intention.
Therefore, it seems highly
desirable for organizations to
provide organizational
conditions that increase the
autonomous motivation of their
volunteers. Consequently,
volunteering organizations
should strive for autonomously
motivated volunteers who
volunteer because they are
interested in their tasks, have
fun or volunteer because of a
task’s underlying personal
value (e.g., they value helping
people in need).” (Güntert,
Oostlander & Wehner, 2014, p.
1372)

How does leadership motivate
the volunteer workforce?

6. Reflecting on your volunteer
experience at Red Cross, what
are good leadership
characteristics or qualities that
you have witnessed?

7. Thinking specifically about
those observations, what
leadership characteristics are
most motivating for you as a
volunteer?

- [probe around what the
behaviors look like]
8. What advice would you have
for Red Cross leadership for
motivating you?

Non-Leadership Factors
What non-leadership factors are
most effective for motivating a
volunteer workforce?
“Haivas et al. (2012b) raised the
question, whether the
relationship between need
satisfaction and motivation is
similar for everyone. In
particular, they revealed that
individual differences alter the
way the three basic needs are
related to motivation. In line
with their research, it could be
suggested that the different
explanatory power of the three
psychological needs [autonomy,
belongingness, and
competence] might also depend
on the predominant disposition
of the volunteers within the
sample of the different studies”
(Güntert, Oostlander &
Wehner, 2014, p. 1382)
Examination of the nonleadership factors that may be

9. Can you tell me about the
physical environment that you
volunteer in?
- [if not expressed in #7] What
role does this space have on
motivating you?
- [if not expressed in #7] What
type of technology does your
work environment include?
10. Are there other factors,
unrelated to leadership that
motivate you as a volunteer?
- [probe around items that are
not leadership based]
- What are other items or
elements that motivate you?
- [if not expressed in #8] What
does that look like for you?
11. What are other items or
elements that motivate you?
- [if not expressed in prior] What
does that look like for you?
12. Is there anything else you
would like to add?
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tied to the three psychological
needs, such as technology.

Format Adapted from Davenport, S. (2016). Implementation of state developmental education policy: A
multiple case study of community college faculty perceptions of involvement. Doctoral dissertation. Lincoln,
NE: University of Nebraska – Lincoln.
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Appendix F. List of Frequencies of First and Second Cycle Coding

Codes

Number of
coding
references

Number of
Interviews
coded

Nodes\\Diversity and Inclusion

8

2

Nodes\\Established institution

6

4

Nodes\\Intrinsic Motivation

18

11

Nodes\\Intrinsic Motivation\Ability to impact mission

51

16

Nodes\\Intrinsic Motivation\Connectedness

20

9

Nodes\\Intrinsic Motivation\Connectedness\Belonging

3

2

Nodes\\Intrinsic Motivation\Enjoyment

1

1

Nodes\\Intrinsic Motivation\Fun

5

5

Nodes\\Intrinsic Motivation\Generosity

7

4

Nodes\\Intrinsic Motivation\Hope

1

1

Nodes\\Intrinsic Motivation\Learning

12

8

Nodes\\Intrinsic Motivation\Legacy

4

1

Nodes\\Intrinsic Motivation\Local Impact

1

1

Nodes\\Intrinsic Motivation\Obligation

1

1

Nodes\\Intrinsic Motivation\Passion

3

3

13

10

4

3

Nodes\\Intrinsic Motivation\Purpose

16

6

Nodes\\Intrinsic Motivation\Servant

6

3

Nodes\\Intrinsic Motivation\Unity of Mission

5

4

Nodes\\Leadership Characteristics

4

4

Nodes\\Leadership Characteristics\Ability to Change

2

1

Nodes\\Leadership Characteristics\Accessible

4

4

Nodes\\Leadership Characteristics\Calm

2

2

Nodes\\Leadership Characteristics\Caring

2

2

16

8

Nodes\\Leadership Characteristics\Communication\Information

1

1

Nodes\\Leadership Characteristics\Competence

1

1

Nodes\\Leadership Characteristics\Empowering

1

1

Nodes\\Leadership Characteristics\Equity

1

1

Nodes\\Leadership Characteristics\Expectations management

9

6

Nodes\\Leadership Characteristics\Follow through

1

1

Nodes\\Leadership Characteristics\Genuine

1

1

Nodes\\Leadership Characteristics\Helpful

1

1

Nodes\\Leadership Characteristics\Honest

1

1

Nodes\\Intrinsic Motivation\Personal impact by mission
Nodes\\Intrinsic Motivation\Pride

Nodes\\Leadership Characteristics\Communication
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Nodes\\Leadership Characteristics\Hospitality

8

3

Nodes\\Leadership Characteristics\Influence vs. Authority

4

3

Nodes\\Leadership Characteristics\Kind

6

3

Nodes\\Leadership Characteristics\Knowing management side
(ex. logistics)
Nodes\\Leadership Characteristics\Lead by example

5

5

1

1

Nodes\\Leadership Characteristics\Matching supply and demand

3

1

Nodes\\Leadership Characteristics\No ego

3

2

Nodes\\Leadership Characteristics\Open

2

2

Nodes\\Leadership Characteristics\People skills

1

1

Nodes\\Leadership Characteristics\Personable

6

4

Nodes\\Leadership Characteristics\Relationship builder

1

1

17

8

9

5

9

7

2

2

9

6

4

3

2

1

2

1

3

2

3

2

13

8

9

7

2

1

9

3

18

12

24

10

32

14

Nodes\\Leadership Characteristics\Supportive Human
Environment
Nodes\\Leadership Characteristics\Supportive Human
Environment\Ability to grown and try new things
Nodes\\Leadership Characteristics\Supportive Human
Environment\Ability to pick and choose and say no
Nodes\\Leadership Characteristics\Supportive Human
Environment\Accountability
Nodes\\Leadership Characteristics\Supportive Human
Environment\Autonomy
Nodes\\Leadership Characteristics\Supportive Human
Environment\Career planning
Nodes\\Leadership Characteristics\Supportive Human
Environment\Different ways to provide praise and feedback
Nodes\\Leadership Characteristics\Supportive Human
Environment\Direction
Nodes\\Leadership Characteristics\Supportive Human
Environment\Feedback on performance
Nodes\\Leadership Characteristics\Supportive Human
Environment\Feeling like family
Nodes\\Leadership Characteristics\Supportive Human
Environment\Feeling relied upon
Nodes\\Leadership Characteristics\Supportive Human
Environment\Feeling valued
Nodes\\Leadership Characteristics\Supportive Human
Environment\Flexibility
Nodes\\Leadership Characteristics\Supportive Human
Environment\Humility in leadership
Nodes\\Leadership Characteristics\Supportive Human
Environment\Individualizing experience
Nodes\\Leadership Characteristics\Supportive Human
Environment\Listening and hearing volunteers out
Nodes\\Leadership Characteristics\Supportive Human
Environment\Opportunity to engage
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Nodes\\Leadership Characteristics\Supportive Human
Environment\Patience
Nodes\\Leadership Characteristics\Supportive Human
Environment\Psychosocial support
Nodes\\Leadership Characteristics\Supportive Human
Environment\Recognition Appreciation
Nodes\\Leadership Characteristics\Supportive Human
Environment\Teamwork
Nodes\\Leadership Characteristics\Upbeat

1

1

1

1

14

8

6

4

1

1

Nodes\\Overwhelming

7

5

Nodes\\Physical Space

30

13

Nodes\\Physical Space\Sense of Community

4

2

Nodes\\Rural vs. Urban

6

4

Nodes\\Structure

3

3

28

14

6

4

Nodes\\Technology
Nodes\\Time
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Appendix G – Sample Focus Group Email Invitation

Email to interviewees
Dear [participants name],
Thank you again for the time you spend sharing your perspectives on volunteer
motivation. The perspectives of the 16 volunteers interested were greatly valued and I
have set up two times for participants to share their feedback on the themes I identified in
the interviews. The focus group will be kept to a maximum of an hour to be respectful of
your and other volunteers' time, if either of the two time slots would work for you to
participate?
Sunday, 12 January 2020 at 7:00pm Eastern Standard Time
Monday, 13 January 2020 at 5:30pm Eastern Standard Time
If you confirm which time is best to attend, I can then zip over a dial-in number. If
neither time
works, I have attached a draft copy of the themes identified and would greatly appreciate
your reactions and feedback on them (visuals for the focus group attached). Note that the
themes represent areas where there was significant frequency of the theme within the
interviews.
Thanks so much,
Jono
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Email to interview question Google Survey Respondents
Good morning [participants name],
Thank you again for the time to provide input on the questions regarding volunteer
motivation. The perspectives of volunteers have been greatly valued and I have set up
two times for participants to share their feedback on the themes I identified in the
interviews and written responses. The focus group will be kept to a maximum of an hour
to be respectful of your and other volunteers' time, if either of the two time slots would
work for you to participate?
Sunday, 12 January 2020 at 7:00pm Eastern Standard Time
Monday, 13 January 2020 at 5:30pm Eastern Standard Time
If you confirm which time is best to attend, I can then zip over a dial-in number. If
neither time works, I have attached a draft copy of the themes identified and would
greatly appreciate your reactions and feedback on them (visuals for the focus group
attached). Note that the themes represent areas where there was significant frequency of
the theme within the interviews.

Thanks so much,

Jono
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Appendix H – Themes from Volunteer Interviews Shared with Focus Group
Themes from Volunteer Interviews
Theme One: Leadership Characteristics
-

-

Supportive Human Environment
o Opportunity to engage
o Individualizing the volunteer experience
o Listening to and hearing volunteer
o Other elements of a supportive human environment
▪ Recognition and appreciation
▪ Feeling valued
▪ Ability to pick and choose volunteer activities
Communication
Servant leadership

Theme Two: Physical Space
Theme Three: Technology
Theme Four: Intrinsic Motivation of the Volunteer
-

Ability to impact the mission

-

A personal impact or connection to the Red Cross Mission

-

Connectedness

-

Learning

